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COURSE OVERVIEW 

INTRODUCTION 

The Leading Educational Systems course will prepare educational leaders to better 

manage the systems, resources, curriculum, facilities and personnel under their 

charge. Educational leaders are action-oriented individuals who anticipate the short- 

and long-term consequences of their strategies. They consider strategies as they relate 

to their own organization, the ministry and the government as a whole.  The course 

will provide leaders with the decision-making skills they require to create strategies 

that support the business of education.  It will help them implement policies for the 

education system that embrace the rule of law and guide the ethical practices in the 

administration of their duties.   

COURSE GOALS 

Upon completion of this course the educational leader will be able to:   

1. Plan and manage the organization’s physical, human and financial resources 

using sound business practices. 

2. Create and implement an organization’s strategic plan and annual business 

plan.  

3. Create new or enforce existing policies, practices and regulations in the 

everyday operation of educational organizations. 

4. Guide the improvements of the information and data management systems 

used to support the educational system. 

5. Take responsibility for actions and decisions taken. 

6. Respect and enforce the legal and ethical responsibilities of his or her office. 

SUGGESTED READINGS 

Below is a list of suggested readings that may be available through your library 

services.  Your instructor should select at least two references from the list below and 

assign chapters or articles to read that support the objectives of this course.  The 

instructor may also select an alternative textbook. 

Coles, M. J. & Southworth, G.  (2005). Developing Leadership:  Creating the schools 

of tomorrow.  University Press, NY. 
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Davies, B.  (2009).  The Essentials of School Leadership.  Sage Publications, Ltd.   

Deal, T.E. & Peterson, K.D.  (2009).  Shaping School Culture:  Pitfalls, Paradoxes, & 

Promises.  Second Edition.  Jossey-Bass, San Francisco. 

Kaufman, R.  (1995).  Mapping Educational Success:  Strategic Thinking and 

Planning for School Administrators.  Corwin Press, Thousand Oaks, CA.   

Lunenburg, F.C. & Ornstein, A.C.  (2008).  Educational Administration:  Concepts 

and Practices.    Fifth Edition.  Thomson Higher Education, Belmont, CA. 

Sharp, W.L. & Wlater, J.K.  (2012).  The Principal as a School Manager.  Third 

Edition.  Rowman & Littlefield. 

Tucker, M.S. & Codding, J.B.  (Editors).  (2002).  The Principal Challenge:  Leading 

and Managing Schools in an Era of Accountability.  Jossey-Bass, San Francisco. 

ASSIGNMENTS AND PROJECT 

A series of activities and assignments guide you through concepts in this course and 

ask you to demonstrate that you can analyse the concepts of educational leadership 

and compare and contrast with your own organisation.  A summary of this work is 

included at the beginning of each unit. The major assignment in this course is found in 

Unit Two, where you will undertake a case study research of models/ theories that you 

adopted in your organisation.   

PORTFOLIO REQUIREMENTS 

To capture the output from the reflective questions and activities, you are asked to 

keep a personal portfolio. At the end of the course the personal portfolio will be 

submitted to your instructor for feedback and grading. 

ASSESSMENT PROJECTS 

Assessment takes the form of responding to activities, as well as written assignments 

as determined from time to time by the institution. In cases where coursework 

assignments, fieldwork projects, and examinations are used in combination, a 

percentage rating for each component will be communicated to you at that 

appropriate time. 

COURSE SCHEDULE 

A course schedule with due dates and additional readings will be supplied to you by 

your institution. 
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STUDENT SUPPORT 

Note:  This section should be included in self-paced or paper-based courses that 

provide tutor/facilitator support and/or web and email support for the students. 

ACADEMIC SUPPORT 

<Insert the following information if relevant> 

 How to contract a tutor/facilitator (Phone number, email, office hours, etc.). 

 Background information about the tutor/facilitator if he/she does not change 

regularly.  Alternatively provide a separate letter with the package describing 

your tutor/facilitator’s background. 

 Description of any resources that they may need to procure to complete the 

course (e.g. lab kits, etc.). 

 How to access the library (either in person, by email or online). 

HOW TO SUBMIT ASSIGNMENTS 

 <If the course requires that assignments be regularly graded, then insert a description 

of how and where to submit assignments.  Also explain how the learners will receive 

feedback.> 

TECHNICAL SUPPORT 

<If the students must access content online or use email to submit assignments, then a 

technical support section is required.  You need to include how to complete basic tasks 

and a phone number that they can call if they are having difficulty getting online>. 
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UNIT ONE – PLANNING AND MANAGING 

UNIT INTRODUCTION 

Planning and managing is an essential skill required of all educational leaders.  In an 

earlier course you learned about the theory and practices of leadership.  In many of 

the other courses you explored different types of planning and managing activities, 

including those aspects of classroom planning and management.  In this unit and 

future units we will explore the competencies and best practices of a manager and a 

leader.  We will concentrate on school level planning and management. 

UNIT OBJECTIVES 

Upon completion of this unit you will be able to: 

1. Identify the different components of an educational environment. 

2. Identify the role of a school and education in a community. 

3. Explain how a systems approach supports educational planning. 

4. Describe the planning process. 

5. Employ planning to solve educational problems. 

SUGGESTED READINGS 

Your instructor should select and assign the readings you are to complete as part of 

this unit.  Below is a suggested list of books and articles that support the objectives of 

this unit. 

ASCD.  (2009).  Developing School Leaders.  (Online Journal).  Educational 

Leadership.  Volume 67, No. 2, Oct 09.  A number of articles discussing the issues of 

leadership development in education.  Retrieved from:  

http://www.ascd.org/publications/educational-

leadership/apr91/vol48/num07/toc.aspx  

King, K. & Palmer, R.  (2010). Planning for Technical and Vocational Skills 

Development.  UNESCO, Paris.  Retrieved from:  

http://unesdoc.unesco.org/images/0018/001895/189530e.pdf  

Puamau, P.  (2006). Principles and Processes of Educational Planning in the Pacific.  

Directions: Journal of Educational Studies, Vol 28 (1 & 2). Pp. 20 – 38.  Retrieved 

from:  http://directions.usp.ac.fj/collect/direct/index/assoc/D1176171.dir/doc.pdf  

UNESCO.  (2010).  Guidebook for Planning Education in Emergencies and 

Reconstruction.  International Institute for Education Planning, Geneva.  Retrieved 

from:  

http://www.ascd.org/publications/educational-leadership/apr91/vol48/num07/toc.aspx
http://www.ascd.org/publications/educational-leadership/apr91/vol48/num07/toc.aspx
http://unesdoc.unesco.org/images/0018/001895/189530e.pdf
http://directions.usp.ac.fj/collect/direct/index/assoc/D1176171.dir/doc.pdf


 
 
 

Leading Educational Systems Page | 5  
 

http://www.iiep.unesco.org/fileadmin/user_upload/Cap_Dev_Technical_Assistanc

e/pdf/Guidebook/Guideboook.pdf  

ASSIGNMENTS AND ACTIVITIES 

Upon completion of this unit you will be required to create a personal assessment of 

your leadership competencies.  There are also reflective questions presented 

throughout the unit.  You should record your thoughts and answers into your own 

personal journal.   Your instructor will provide guidance on how to use the journal and 

submit it regularly for feedback. 

http://www.iiep.unesco.org/fileadmin/user_upload/Cap_Dev_Technical_Assistance/pdf/Guidebook/Guideboook.pdf
http://www.iiep.unesco.org/fileadmin/user_upload/Cap_Dev_Technical_Assistance/pdf/Guidebook/Guideboook.pdf
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TOPIC 1.1 – HUMAN GROWTH AND DEVELOPMENT 

TOPIC INTRODUCTION 

In the past education supported to knowledge creation; preparation for the job 

market, personal achievement and exploring and opening minds to new ideas. There is 

now a paradigm shift which sees the individual as being responsible for his learning. 

Cultivating a love for learning is becoming imperative for success. 

Dr. Martin Luther, pondering on the purpose of education opined: 

It seems to me that education has a two-fold function to perform in the 

life of man and in society: the one is utility and the other is culture. 

Education must enable a man to become more efficient, to achieve with 

increasing facility the legitimate goals of his life.  

We live not for ourselves but for service to humanity, thus whatever is acquired 

intellectually should be for the good of humanity.  It is not enough for an individual to 

acquire skills and knowledge and the ability to think; it is what is going to be done with 

the knowledge, skills and intelligence acquired that finally counts.  Dr. King states: 

The function of education, therefore, is to teach one to think intensively and to think 

critically. But education which stops with efficiency may prove the greatest menace to 

society. The most dangerous criminal may be the man gifted with reason, but with no 

morals. 

In 1938, after twenty years of experience with the progressive schools and twenty 

years of criticism of his theories, John Dewey wrote: 

It would not be a sign of health if such an important social interest as 

education were not also an arena of struggles, practical and theoretical.... 

It is the business of an intelligent theory of education to ascertain the 

causes for conflicts that exist and then, instead of taking one side or the 

other, to indicate a plan of operations preceding from a level deeper and 

more inclusive than is represented by the practices and ideas of the 

contending parties..... It means the necessity of the introduction of a new 

order of conceptions leading to new modes of practice. 

It is therefore the business of every government in this world to ensure that all 

individuals reach their full potential as human beings, individually and as members of 

society.  This means that these individuals should receive an education which will 

enable them to think and act intelligently and purposefully in exercising and protecting 

their rights and responsibilities according to the Declaration of Human Rights.  

Education then is about enabling the learner to become aware of, conscious of 

conditions in his life and in society which will assist him/her to acquire the necessary 

skills, knowledge and resources to be able to plan and create change.  It is 
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consciousness raising, getting the individual to become a “thinking” being that makes 

decisions, takes action and is not afraid to hold an opinion on issues. 

John Dewey defined an undesirable society as one which internally and externally sets 

up barriers to free intercourse and communication of experience.  He further stated 

that a society which makes provision for participation for the good of all its members 

on equal terms and which secures flexible readjustment of its institutions through 

interaction of the different forms of associated life is democratic. 

TOPIC OBJECTIVES 

Upon completion of this topic you will be able to: 

 Identify the purpose of education. 

 Appreciate the varying points of view on the importance of an education. 

SELF-REFLECTION QUESTION 

How could the education system in your country become more responsive to the 

needs of (i) individual learners (ii) societal labour force.  Do you think it can and/or 

should be responsive to these? 

SCHOOL AND COMMUNITY 

In education, leadership must be connected to learning.  The leader must be 

concerned about the following: 

1. Promoting student achievement. 

2. Supporting and developing a talented staff. 

3. Building a solid organizational structure. 

4. Supporting and developing a talented staff. 

It is instructive to note that the central purpose of any educational institution is for 

students to learn.  Everything that is done on a school’s compound must be done for 

the benefit of students.   

There is presently a White Paper on the way forward for education in the Eastern 

Caribbean.  For the next ten years, the region will concentrate on not just certain goals 

that are set for students to achieve at each stage of their development but rather 

concentrate on the broad vision that it has set itself.  Although short and simple, it 

encapsulates, truly, what ought to be the goal of every educational leader and every 

teacher in all schools in the Caribbean:  
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Every learner succeeds. 

But the school cannot achieve this by itself. It needs the help of the home, the 

community and all the other agencies that interface with students to help it 

understand what makes students click.  The main reason for creating such 

partnerships is to help all youngsters succeed in school and in later life.  These 

partnerships also help in alerting the community of its role and responsibility to the 

education of its people, sending the message too that education is not the sole 

responsibility of schools.   

When students know that their parents are so interested in them that they will check 

regularly with teachers to check up on the status of their academic work and their 

behaviour, the result is much better than when they feel that nobody cares.  In his 

article “Schooling as Community – Race, Schooling and the Education of African 

Youth”, George Sefa Dei posits that no educational leader can successfully work within 

a school environs unless he or she makes the concerted effort to understand the 

culture that pervades the particular community.  All individuals in the school system 

must be catered for, disadvantaged students must have access to school (which 

include students with special needs and boys who are at risk) and there must be 

sponsorship of sports teams.  All of these will help learners to build their self, 

collective and cultural identities within an environment of social excellence. 

There are many reasons for developing school, family, and community partnerships. 

They can improve school programs and school climate, provide family services and 

support, increase parents' skills and leadership, connect families with others in the 

school and in the community, and help teachers with their work. However, the main 

reason to create such partnerships is to help all youngsters succeed in school and in 

later life. When parents, teachers, students, and others view one another as partners 

in education, a caring community forms around students and begins its work (Epstein, 

1995). 

SELF-REFLECTION QUESTION 

Think about on your own education experience.  In what ways did the community 

assist you in getting to where you are now?  

SOCIAL RESPONSIBILITY 

In this picture, hands are all clasped, all joined, 

showing togetherness, unity and strength.  This is a 

beautiful symbol of what social responsibility looks 

like, each person in society playing his part to 

ensure that the wheels of society turn freely.   
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According to Wikipedia, the free encyclopedia, Social Responsibility is an ethical 

ideology or theory that an entity, be it an organization or individual, has an obligation 

to act to benefit society at large.  Everyone is free to do what he/she likes but at the 

same time, it is morally binding on everyone to act in such a way that the people 

immediately around them are not adversely affected.   

In schools, students are taught not to litter since can lead to so many health hazards.  

Education in itself is a social contract because it assists us in knowing our rights and 

our responsibilities.  In education, teachers and lecturers have to be fair and respectful 

to all students.  Ministries of Education must be respectful to all teachers, lecturers, 

principals, students, ancillary staff members.  Mutual respect allows people to work in 

harmony and there must be transparency in everything the system does. For example, 

all teachers have the right to apply for a vacancy that exists and are entitled to at least 

an interview, even if they are not chosen for the position. 

The Harris Poll ®#57 , June 18, 2007[7], when it comes to individual social 

responsibility, there are three types of people: 

 Two-thirds of U.S. adults have “Good Intentions” – they believe that social 

responsibility is a good idea, and they do what they can in terms of 

volunteering, but they do not sacrifice huge amounts of time or money. 

 At the top end of the spectrum, 8 percent of U.S. adults “Practice What They 

Preach” and for this group, individual, as well as corporate, social 

responsibility is extremely important. 

 One-quarter of U.S. adults, however, follow a philosophy of “To Thine Own 

Self Be True” and, for this group, social responsibility has little consequence in 

their lives. 

In schools today, there is the need to teach social responsibility.  It is not something 

that comes naturally.  It has to be taught, learnt and most importantly, it has to be a 

behavior that is modeled by adults so that children can see it in action.   

At the management level, social responsibility becomes even more important since 

the decisions taken will affect individuals positively or negatively.  While the 

organization must think of productivity and growth for itself, the welfare of the 

individuals who work in its employ must always be taken into consideration. 

SUMMARY 

Educational leaders need to understand and immerse themselves in their community.  

To effectively educate students they must understand their society and its impact on 

http://www.harrisinteractive.com/harris_poll/index.asp?PID=774
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the education system and its learners.  They must become aware of the social norms 

and ensure they are addressed by the education system and school environment. 
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TOPIC 1.2 – EDUCATIONAL PLANNING 

INTRODUCTION 
Planning is an essential part of any system.  Planning provides the organization with a 

direction, goals, timelines and resources.  An educational system without a plan is not 

a true system with the will to grow and to improve.   

Planning must be systematic and managed.  Educational systems require collaboration 

and communications among the participating entities.  Without planning a system is 

just a number of different organizations or departments doing their own thing without 

consideration of the desired end state. 

In this topic we will explore the underlying concepts of planning and educational 

systems. 

OBJECTIVES 

Upon completion of this topic you will be able to: 

1. Explain the planning process in an educational environment. 

2. Describe the key elements of an educational system. 

3. Explore the concept of systems approach and its impact on the organization. 

WHAT IS PLANNING? 

The BusinessDictionary.com (nd.) defines planning as: 

A basic management function involving formulation of one or more 

detailed plans to achieve optimum balance of the needs or demands with 

the available resources.  The planning process (1) identifies the goals or 

objectives to be achieved, (2) formulates strategies to achieve them, (3) 

arranges or creates the means required, and (4) implements, directs, and 

monitors all steps in their proper sequence. 

Kaufman (1988) in his foundation book “Planning Educational Systems: A results based 

approach” described educational planning as a management, accountability and 

results based activity to address system needs.  He describes a plan as “a 

determination of what needs and associated objectives are to be met and what 

functions must be completed to meet the needs (p. 16).”  He goes on to describe four 

types of planning:  Strategic; Tactical; Long Range; and Operational.  He describes the 

application of the four types to an educational system as follows: 

Strategic planning asks and answers the question “Where is 

society going, where should it be going, and how can our 

educational agency make a positive contribution?”  Tactical 
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planning involves the acceptance of existing educational goals 

and seeks to apply the most effective and efficient ways and 

means of getting them accomplished.  Long-range planning takes 

existing educational objectives which have long lead-times (they 

will have to be met in 3-5 years, for instance) and helps make 

certain that they will be accomplished.  Operational planning 

identifies what has to be done now …. On a current day to day 

basis. 

Kaufman (1988), p16 

EDUCATIONAL SYSTEMS 

Banathy (1968) in his foundation book “Instructional Systems” defined a system as 

“deliberately design synthetic organisms, comprised of interrelated and interacting 

components which are employed to function in an integrated fashion to attain 

predetermined purposes”.  He goes on to say that all systems have a purpose, 

processes and content.  Each system has subsystems to carry a specific purpose using 

a systematic process.  Subsystems must work together to achieve the larger system’s 

goals and objectives. 

Banathy notes that all systems and sub-systems have inputs and outputs.  For example 

in a school system some of the inputs include:  students; trained teachers; curriculum; 

school infrastructure; etc.  The outputs are graduates with newly acquired skill and 

knowledge.    A system exists in a specific environment.  An education system exists in 

a community and supports the goals of the national government.  The education 

system is influenced by their external environment and must conform to its ebbs and 

flows. 

He notes that all systems are accountable and must be willing to change based on the 

changing environment and/or changes in goals and inputs.  Effective systems embrace 

change and plan for it and manage it effectively. 

Banathy (1991) note that an educational system not only optimizes the relationship 

among its elements and sub-systems but it must also optimize its relationship with its 

environment. In general, this means that educational systems must be more open, 

organic, pluralistic, and complex.  He notes that such a system would have the 

following characteristics.  

1. It interacts with constantly changing (multiple) environments and coordinates 

with many other systems in the environment. 

2. It copes with constant change, uncertainty, and ambiguity while maintaining 

the ability to co-evolve with the environment by changing itself and 

transforming and the environment. 
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3. It lives and deals creatively with change and welcomes—not just tolerates—

complex and ambiguous situations. 

4. It becomes an organizational learning systems, capable of differentiating 

among situations where maintaining the organization by adjustments and 

corrections is appropriate (single-loop learning) and those where changing and 

redesigning are called for (double-loop learning) (Argyris 1982). 

5. It seeks and finds new purposes, carves out new niches in the environment, 

and develops increased capacity for self-reference, self-correction, self-

direction, self-organization, and self-renewal. 

6. It recognizes that the continuing knowledge explosion requires a two-pronged 

increase in specialization and diversification and integration and 

generalization. 

7. It increases the amount of information it can process, processes it rapidly, 

distributes it to a larger number of groups and people, and transforms the 

information into organizational knowledge. 

SELF-REFLECTION 

Create a diagram of your own educational environment.  Start from the Ministry and 

show the relationships of all the various systems and sub-systems that impact upon 

your own educational environment/school/university.  Also include all of the internal 

sub-systems that support your educational environment/school/university.  Record 

your diagram(s) in your personal journal for later review by your instructor. 

SYSTEMS APPROACH 

A systems approach to education is a methodical way of planning and implementing.  

A systems approach was first embraced by the military to standardize their methods of 

designing and delivering training and ensuring that the graduates of the system were 

trained to the highest standards possible.  Banathy (1968), the father of the systems 

approach for education describes a systems approach as: 
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An analysis of SYSTEMS leads to understanding of the: 

  SYSTEM CONCEPT, which, if integrated into our thinking can become a 

   SYSTEMS VIEW, which if applied, becomes the 

    SYSTEMS APPROACH to the 

      ANALYSIS OF SYSTEMS 

 SOLUTION OF PROBLEMS 

 DEVELOPMENT OF SYSTEMS 

  FEEDBACK   

 

Today a systems approach is widely used in education, but not well understood.  Betts 

(1992) notes that: 

Currently, the call for systemic change in education is becoming 

increasingly strident. Unfortunately, the word system has been 

popularized without a fundamental understanding of its 

implications, to the point where everything is a system but 

nothing really is treated as one. Many people say they are using a 

systems approach, but almost no one really is. Furthermore, 

popular interpretations of systems tend to use inappropriate 

mechanical models and metaphors. Decision makers need to fully 

understand why our current approaches won't work and what is 

different about the systems approach. 

Betts (1992) 

THE PLANNING PROCESS 

Zaida (nd.) identifies six steps in a typical educational planning process. 

1. Diagnosis of the Educational System – Identifying what has been achieved 

and what goals have not been met since the last planning cycle.  Diagnosis can 

begin at the national, regional or school level.  Data and observations are 

gathered and analysed.   

2. Target Setting – is the creation of goals and objectives based on past results 

and future needs as identified during the diagnosis process.  The goals and 

objectives must be written in measurable and quantifiable terms. 
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3. Intervention Strategies and Activities – Once goals and objectives have been 

established the next step is to identify strategies, activities, milestones, 

sequencing and resources required to achieve the goals and objectives.  In 

essence this becomes the main body of plan.   

4. Costing and Budget Preparation – At this stage the outline plan is assessed 

and a budget is created to provide the resources and support the activities 

needed to implement the plan.  At this stage planners may need to revisit 

and/or revise strategies and activities due to costing constraints. 

5. Implementation and Monitoring Mechanism – takes the plan and budget and 

brings the resources and personnel together to begin implementation.  Often 

this requires a project team or implementation team that will, under the 

guidance of a manager, execute each task based on the sequence of events 

and schedule.  Managers must monitor the execution of the plan and ensure 

that the team is achieving the assigned goals and objectives.  Managers must 

monitor personnel tasks, resource use and budget expenditures.  Regular 

measures and feedback should be provided.   

6. Negotiations, Appraisal and Approval – This final step occurs throughout the 

first five steps.  Each stage and their proposed outputs must be reviewed by 

senior managers, changes made based on feedback and approvals given to 

move forward.  Managers will continuously monitor the plan and appraise the 

success of the team.  Mechanisms must be established to allow for change and 

if necessary the implementation of plan B.   

SUMMARY 
Planning is a systematic process that requires educational leaders to move through a 

series of steps.  Planning is about solving problems or making changes in the system.  

Leaders must understand the system they manage and the various sub-systems and 

entities that interface with their organization.  Leaders must recognize that systems 

are constantly changing and leaders must determine how to manage these changes. 
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TOPIC 1.3 – EDUCATIONAL MANAGEMENT/LEADERSHIP 

INTRODUCTION 
As we move through our career in education (be it private, public or higher education) 

we will be challenged to take on the role of a supervisor and manager.  Positions such 

as Department Head, Vice Principal, Principal and District Administrator will require 

you to move away from the classroom and embrace the role of managing classroom 

personnel, resources and infrastructure.  Thus an understanding of educational 

management and its best practices are essential to all senior educators.   

OBJECTIVES 

Upon completion of this topic you will be able to: 

1. Define educational management. 

2. Examine the concepts underlying school management and school leadership. 

3. Explore the role of an educational manager. 

4. Describe best practices in the field of educational management. 

EDUCATIONAL MANAGEMENT VS. EDUCATIONAL LEADERSHIP 

Educational management, as defined by Paul Monroe (as quoted in Sen, nd.) is:  

a comprehensive effort dealing with the educational practices. It 

is the dynamic side of education. It deals with educational 

institutions - right from the schools and colleges to the 

secretariat. It is concerned with both human and material 

resources. The human elements include: (i) Children, (ii) parents, 

(iii) teachers and (iv) other employees in general - university of 

Board of Education at local, state and National levels of 

Governments. On the material side there are (a) finance, (b) 

buildings and grounds, (c) equipment and instructional supplies. 

Besides, there are ideas, laws and regulations and so on, having a 

bearing on the educational process. The blending of these 'parts' 

into a 'whole' is educational management. 

Today educators are more likely to embrace the term educational leadership or school 

leadership when discussing the role of the management team.  Wikipedia (nd.) defines 

school leadership as “the process of enlisting and guiding the talents and energies of 

teachers, pupils, and parents toward achieving common educational aims”.   

Educational leaders create a vision and encourage personnel to move towards that 

vision in a planned and systematic way.  They provide the resources needed for the 

school team to move towards the vision.  They, with their team, develop goals and 
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milestones and identify the processes needed to achieve the goals.  Work is assigned 

and monitored.   

MANAGER VS. LEADER - COMPARISON 

Adapted from “The Wall Street Journal Guide to Management” by Alan Murray, 

published by Harper Business.  (As quoted in The Wall Street Journal (nd.)) 

Leadership and management must go hand in hand. They are not the same thing. But 

they are necessarily linked, and complementary. Any effort to separate the two is 

likely to cause more problems than it solves. 

Still, much ink has been spent delineating the differences. The manager’s job is to plan, 

organize and coordinate. The leader’s job is to inspire and motivate. In his 1989 book 

“On Becoming a Leader,” Warren Bennis composed a list of the differences: 

 The manager administers; the leader innovates. 

 The manager is a copy; the leader is an original. 

 The manager maintains; the leader develops. 

 The manager focuses on systems and structure; the leader focuses on people. 

 The manager relies on control; the leader inspires trust. 

 The manager has a short-range view; the leader has a long-range perspective. 

 The manager asks how and when; the leader asks what and why. 

 The manager has his or her eye always on the bottom line; the leader’s eye is on 

the horizon. 

 The manager imitates; the leader originates. 

 The manager accepts the status quo; the leader challenges it. 

 The manager is the classic good soldier; the leader is his or her own person. 

 The manager does things right; the leader does the right thing. 

Beaudion (2009) believes there are clear differences between a manager and a leader.  

He states: 

Distinct from managerial functions in a variety of setting, 

(leadership) is defined as a set of attitudes and behaviours which 

create conditions for innovative change, which enable individuals 

and organizations to share a vision and move in its direction, and 
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which contribute to the operationalization of ideas that advance 

…. education initiatives. 

Beaudion (2009), pp. 391  

 
Therefore leadership is about goal and vision setting and moving the organization and 

its members towards that vision.  The effective leader may rely on others to manage 

the day to day operation of the organization since he or she is constantly looking 

forward.   

EDUCATIONAL LEADERSHIP COMPETENCIES 

A research study by Halim R.N., Senin A. & Manaf, A.R.  (n.d.) identified twenty six 

competencies required of educational leaders.  The competencies are listed in the 

diagram on the next page. 

The study identified eight competencies that were deemed to be of importance to the 

success of school leaders.  They were: 

1. Managing Change. 

2. Quality Focus. 

3. Managing ICT. 

4. Decision Making. 

5. Problem Solving. 

6. Performance Management. 

7. School Improvement. 

8. Capacity Building. 
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Figure:  Competency Profile of Malaysian Educational Leaders and Managers 

REFLECTION 

Examine the 26 competencies listed above and make a list of your strengths and 

weaknesses.  Record your observations in your personal journal for later use. 

SUMMARY 

Educational leaders and managers must master the competencies described in this 

topic.  They must assess where their strengths are and where they need to improve. 

They must build upon their strengths and make an effort to find different ways to 

improve on their weaknesses.  This could be in the form of professional development, 

seeking out a mentor, conducting their own self-study, observation of excellent 

leaders in action, 360 feedback from peers and subordinates and other methods that 

will help them improve and grow into a well-rounded and effective leader. 
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UNIT ONE – SUMMARY 

ASSIGNMENTS AND ACTIVITIES 

You should complete a self-assessment of your own leadership competencies based 

on the Competency Profile of Malaysian Leaders and Managers.  Specifically: 

1. Identify your strengths and explain why you believe there are strengths.   

2. Provide evidence of your strengths. 

3. List your weaknesses and explain why you believe they are weaknesses. 

4. Describe how you propose to improve on your weaknesses over the next year.  

Once you have completed your personal assessment submit it to your instructor for 

review and feedback. 

SUMMARY 

Managers are not necessarily good leaders and leaders may not be good managers.  

But effective leaders need to know how to employ managers to help them move 

towards their vision for the organization.  To do so they must understand the process 

of planning and systems thinking.  We continue to develop these skills as we move 

through the course. 

NEXT STEPS 

This unit described some of the underlying concepts and principles that should guide 

leaders as they manage their educational environment.  In the next unit you will be 

guided through the process of strategic planning and school action planning. 
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UNIT 2 – STRATEGIC PLANNING AND BUSINESS PLANS 

UNIT INTRODUCTION 

Strategic planning requires educational leaders to have a vision about what the future 

of education will look like and how it will impact their own educational environment.  

To move towards this vision educational leaders must employ a strategic planning 

process that supports the creation of a strategies to move towards that vision.  This 

unit will explore the strategic planning process, the assessment of risk and the creation 

of a business plan.  We will concentrate on strategic planning at the school or 

educational institution level.  

UNIT OBJECTIVES 

Upon completion of this unit you will be able to: 

1. Conduct a strategic planning process. 

2. Create well researched vision, mission, values and strategic goals for an 

educational institution. 

3. Conduct a risk analysis using the SWOT process. 

4. Translate the strategic goals into objectives and activities. 

5. Produce a school business plan/action plan. 

SUGGESTED READINGS 

Your instructor should select and assign the readings you are to complete as part of 

this unit.  Below is a suggested list of books and articles that support the objectives of 

this unit. 

ASCD.  (1991).  Strategic Planning.  (Online Journal).  Educational Leadership.  

Volume 48, No. 7, April 91.  A number of articles discussing the issues of strategic 

planning in education.  Retrieved from:  

http://www.ascd.org/publications/educational-

leadership/apr91/vol48/num07/toc.aspx  

Cowart, S.K.  (2010).  Driving Improvement With a Balanced Scorecard.  (Online 

Article).  The School Administrator.  Vol. 67, No. 2, Feb 2010.  Retrieved from:  

http://www.aasa.org/SchoolAdministratorArticle.aspx?id=11684  

Reeves, D.B.  (2008).  Leading to Change/Making Strategic Planning Work.  (Online 

Article)  ASCD, Educational Leadership.  Volume 65, No. 4 (Dec 2007/Jan 2008).  

Retrieved from:  http://www.ascd.org/publications/educational-

leadership/dec07/vol65/num04/Making-Strategic-Planning-Work.aspx  

http://www.ascd.org/publications/educational-leadership/apr91/vol48/num07/toc.aspx
http://www.ascd.org/publications/educational-leadership/apr91/vol48/num07/toc.aspx
http://www.aasa.org/SchoolAdministratorArticle.aspx?id=11684
http://www.ascd.org/publications/educational-leadership/dec07/vol65/num04/Making-Strategic-Planning-Work.aspx
http://www.ascd.org/publications/educational-leadership/dec07/vol65/num04/Making-Strategic-Planning-Work.aspx
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Reneut, V.  (2013).  SWOT Analysis: Strengths, Weaknesses, Opportunities, and 

Threats.  (Online Web Site).  Community Tool Box provided by the University of 

Kansas.  Retrieved from:  http://ctb.ku.edu/en/table-of-

contents/assessment/assessing-community-needs-and-resources/swot-

analysis/main  

Teach a Man to Fish.   (2008).  Business Plan for a Self-Sufficient School.  Part of 

School in a Box Guide Series.  Educating Africa, an initiative of the Savxx Foundation.  

Retrieved from:  http://teachamantofish.org.uk/resources/schoolinabox/Manual8-

HowtoWriteABusinessPlanforaSelf-SufficientSchool.pdf  

ASSIGNMENTS AND ACTIVITIES 

Upon completion of this unit you will be required to create a strategic plan for your 

educational environment.  There are also reflective questions presented throughout 

the unit.  You should record your thoughts and answers into your own personal 

journal.   Your instructor will provide guidance on how to use the journal and submit it 

regularly for feedback. 
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TOPIC 2.1 - STRATEGIC PLANNING 

INTRODUCTION 
Educational leaders must provide the vision and way ahead for the organization.  They 

must project out and ensure their peers and subordinates work towards the end goals.  

To this educational leaders must facilitate the creation of a strategic plan.  If a strategic 

plan is so important to the effective operation of an educational environment; what 

does a strategic plan consist of and how does a education organization create one? 

This topic will explore the strategic planning process. 

OBJECTIVES 

Upon completion of this topic you should be able to:  

1. Describe the process of strategic planning. 

2. Describe the purpose of a vision, mission and values statement. 

3. Create a vision and mission statement. 

4. Create a list of values for an educational institution. 

OVERVIEW 
The purpose of strategic planning is to provide a clear path on the direction the 

organization wishes to go and guidance on how to get there.  The strategic plan came 

be compared to the blueprint for a house.  It guides all of the trades and sub-trades 

(i.e. employees) on how to work together to build the house or in this case to grow the 

organization. 

Lake (2002) wrote that “strategy should be about thinking clearly and acting 

deliberately, so that you can get the most out of your current and potential 

opportunities.”  He continues to describe strategic planning as a process which 

“involves gaining insights about where you are now, gathering the information that 

identifies where you should be in the future and generating decisions that will bridge 

the gap”. (p. viii) 

In the strategic planning process, Stutley (2002) notes that what you are trying to do 

first is identify a mission statement, and where you want to go in the future which 

then becomes your vision statement.  He indicates that how you behave and operate 

your educational enterprise as you implement your vision statement should be guided 

by a clearly defined philosophy and list of values.  The strategic planning process 

requires an organization to create a road map consisting of a number of strategies that 

describes how the organization will implement the vision and mission statements.  

Finally, Stutley states that the multi-year strategic goals must translate into an annual 
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operating plan (or action plan) that is modified each year, based on an assessment of 

how well the organization achieved its defined operating goals. 

During the creation of a strategic plan for your business opportunity, the authors of 

the plan will want to minimize the internal and external risk to the successful 

implementation plan.  Abrahams (2000) indicates that a method to review and capture 

risks is through an analysis process called SWOT.  A SWOT analysis requires the 

planners to identify the Strengths, Weaknesses, Opportunities and Threats to the 

proposed strategic plan and then to develop strategies to minimize the risks and to 

maximize the strengths.  SWOT will be discussed in detail in the next topic. 

THE PLANNING PROCESS 

The figure to the right illustrates the basic 

components of a typical strategic planning 

process and its relationship to the annual 

business planning process.   

Organizations that are successful normally 

have a vision for the future.  This vision is 

built upon an effective and achievable 

strategic plan that reflects the multi-year 

direction an organization wishes to move 

toward.  Strategic planning is an iterative 

process that requires input from a wide 

array of stakeholders and individuals 

impacted by the strategic direction of the 

organization.  Participants that be 

involved in the development of a strategic 

plan include managers, employees, 

contractors, suppliers, customers, and 

other support personnel.  The 

consultation process used to produce a 

strategic plan should be as inclusive as 

possible.   

VISION STATEMENT 

Walcoff (1999) indicates that an organization’s vision should be “an attempt, in a very 

few words to paint a picture of your dream – your company in the minds of your 

customers, employees and stakeholders” (p. 81).  Tiffany & Peterson (1997) describe a 

vision statement as “a well-crafted set of words announcing where your company 

wants to go or painting a picture of what you company wants to become.  To people 

inside and outside your company, your vision statement is your compass, showing the 

whole world the direction in which your company is headed” (p. 47).   
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Ambler, G.  (2013) describes some of the benefits of effective vision statements as 

follows: 

 Vision provides direction and helps the organisation prepare for the future. 

 Vision provides guidance for decision making. 

 Vision shapes the organization’s strategy. 

 Vision guides the types of people you hire and promote. 

 Vision defines what you will and what you will not do. 

 Vision helps set priorities and guides planning. 

 Vision aligns people and activities across the organisation. 

 Vision provides purpose and a source of inspiration. 

 Vision reflects an organisation’s core values and beliefs. 

 Vision empowers people and helps focus their efforts. 

 Vision brings change and hope for the future. 

Some examples of effective vision statements are described below. 

Example: Trinidad & Tobago Ministry of Education Vision 

The Ministry is a high performing and dynamic organization leading a quality 

education system that is responsive to the diverse needs of 21st century learners to 

contribute to the education and versatility of holistically developed children who are 

able to satisfy the human capital needs and sustainable development of society. 

 

Example:  University of Nigeria Vision Statement 

To create a functional, globally competitive & research-focused University which is not 

just an Ivory Tower, but responsive to the needs of the society, while delivering World-

class education and Knowledge. 

 

Example:  York School District (Canada) Vision Statement 

To be a leader in public education by empowering all students to become engaged and 

caring citizens of the world. 
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As you can see by the examples, vision statements have certain characteristics.   

• Vision statements have no time limits.  The perfect vision statement should 

stand the test of time.  

• Vision statements reflect the organization’s character and speak to its beliefs. 

• Vision statements do not need interpretation.  They should be able to stand 

alone. 

Ambler (2013) provides ten characteristics of effective vision statements: 

1. Future Focused: An effective vision answers the question “what will our 

business look like in 5 to 10 years time?”  It describes the organisation’s 

desired future. A vision makes clear the organisation’s direction, providing a 

clear picture of what the business will look like in 5 − 10 years time. Vision 

provides the “big picture”. Vision provides the “north star” by which everyone 

in the organisation navigates. It sets the context for action. 

2. Directional: An effective vision provides direction and makes clear where the 

organisation is going. This means that a vision needs to be specific enough to 

shape decision making and appropriately broad to allow innovative strategies 

for realizing the vision. 

3. Clear: An effective vision provides guidance for decision making and 

independent action. This requires the vision to be clearly articulated and easily 

understood. The vision must clarify focus, direction and constraints, to ensure 

that scare resources are focused on the most strategic initiatives. Vision that is 

clear enables effective allocation of scare resources. Clarity allows individuals’ 

across the organisation to have a shared sense of what’s important and what’s 

not, to ensure that they are free to act within those constraints. 

4. Relevant: An effective vision is grounded in and an extension of the 

organisation’s past. Visions don’t exists in a vacuum. They exist within the 

current reality and talks to the context in which the organisation exists. The 

vision must be  relevant to the organisation and the times, it reflects the 

organisations response to the challenges of the day. An effective vision is a 

good fit with the organisation’s history, current reality, culture and values. An 

effective vision connects what has happened in the past to the desired future 

this gives the vision credibility. 

5. Purpose-Driven: An effective vision provides a larger sense of purpose for the 

organisation and it’s people. That purpose must be more meaningful than 

getting bigger or beating the competition. Purpose is about why we exist and 

why anyone should care. Vision connects people to a meaningful purpose, 
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allowing them to feel that they are part of something bigger than themselves. 

As Steve Jobs said, “We’re here to put a dent in the universe. Otherwise why 

else even be here?” 

6. Values Based: An effective vision connects people to the oganisation’s core 

values. Values are the beliefs or ideals that the organisation shares about 

what’s good or bad. They influence the behaviour and attitude of people. 

Given this values are deeply connected to an organisation’s vision. Vision 

implies a set of values and beliefs that are required to support who 

organisations need to become to execute the vision. 

7. Challenging: An effective vision challenges us, it’s an invitation to greatness. A 

vision is a goal that should challenge us, stretch us and set a high standard for 

the organisation. Effective visions represent a future that is beyond what is 

possible today or what we think possible tomorrow. It is the highest level goal 

that unites and challenges an organisation. 

8. Unique: An effective vision reflects what’s unique about the organisation, it 

recognizes what makes it different. A vision is unique when it declares what 

makes the organisation stand out and why it matters. Vision must make clear 

the activities that the organisation will and will not pursue, the capabilities to 

be developed and the market position it will occupy. 

9. Vivid: An effective vision provides a vivid mental image of what the 

organisation will be like in the future. Well-crafted visions describe the future 

in a way that is easy to imagine and to picture in the mind’s eye. What would it 

feel like to work in the future organisation? What would it be like for 

customers who engage with this organisation? 

10. Inspiring: An effective vision engages and inspires people to commit to a 

cause. Vision appeals to the hearts and minds of people. Vision is inspiring 

when it captures the hearts of people. Vision is inspiring when it stops you in 

your tracks, grabs your heart and causes you to pay attention. An effective 

vision moves you emotionally, creating a desire to sign up to the cause. 

MISSION STATEMENTS 
Mission statements evolve from the vision and describe what an organization does or 

the type of products and services an organization provides to its stakeholders.  Stutley 

(2002) believes a mission statement should “describe exactly what you are doing for 

the next three to five years (why, where, how) and what you want to achieve.  It 

should be a statement of purpose …” (p. 57).     
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Walcoff (1999) believes an organization’s mission statement should really answer the 

question “What business are you in?” (p.83).  Mancuso (as quoted in Walcoff, 1999) 

states that the importance of this question “and its subsequent answer is widely 

accepted as the pivotal survival issue for every small business person” (p. 84).  Unlike 

Stutley, Walcoff puts more of a futuristic spin to the creation of a mission statement.  

He continues to say that the mission is really a strategic statement that describes the 

future of the company. 

JISC (2012A) lists five principles for crafting an effective institutional mission 

statement.  They are: 

1. Make it as succinct as possible. A mission statement should be as short and 

snappy as possible – preferably brief enough to be printed on the back of a 

business card. The detail which underpins it should be mapped out elsewhere 

(see Vision and Values). 

2. Make it memorable. Obviously partially linked to the above, but try to make it 

something that people will be able to remember the key elements of, even if 

not the exact wording. 

3. Make it unique to you. It’s easy to fall into the ‘motherhood and apple pie’ 

trap with generic statements that could equally apply to any institution. Focus 

on what it is that you strive to do differently: how you achieve 

excellence, why you value your staff or what it is about the quality of the 

student experience that sets you apart from the rest. 

4. Make it realistic. Remember, your mission statement is supposed to be a 

summary of why you exist and what you do. It is a description of the present, 

not a vision for the future. If it bears little or no resemblance to the 

organization that your staff knows it will achieve little. 

5. Make sure it’s current. Though it is not something which should be changed 

regularly, neither should it be set in stone. Your institution’s priorities and 

focus may change significantly over time – perhaps in response to a change of 

direction set by a new Vice-Chancellor or Principal, or major changes in 

government policy. On such occasions the question should at least be 

asked: ‘does our current mission statement still stand?’ 

Below are mission statements that build upon the example vision statements 

presented earlier in the topic.  Compare them and determine how effectively the 

vision and mission statements compliment and build upon one another.  Determine if 

these mission statements address the “How, What, and Where” of the organization. 
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Example:  Trinidad & Tobago Ministry of Education Mission 

To educate and develop children who are: able to fulfil their full potential; healthy and 

growing normally; academically balanced; well-adjusted socially and culturally; and 

emotionally mature and happy. 

 

Example:  University of Nigeria Mission 

To place the University of Nigeria in the forefront of Research and development, 

Innovation, Knowledge Transfer and Human Resource Development in the global 

academic terrain, while promoting the core values which will ensure the restoration of 

the dignity of man. 

 

Example:  York School District (Canada) Mission 

To advance student achievement and well-being through public education, which 

motivates learners, fosters inclusion, inspires innovation and builds community. 

As the examples illustrate, the characteristics of an effective mission statement are: 

1. It clearly describes what type of products or services the organization 

produces, now and in the future. 

2. It speaks to all stakeholders (i.e. customers, employees, students, 

management, and those impacted by the organization). 

3. It evolves from and supports the organization’s vision. 

4. It describes how the organization will move towards the vision. 

5. A good mission statement may have some time limitations and can be 

changed as the circumstances change. 

VALUE STATEMENTS 

Values are often difficult to define.  A value statement describes the belief structures 

of an organization and they should govern how individuals, teams and the collective 

organization deal with each other and everyone that has contact with the 

organization.  Value statements speak to how an organization should embrace the 

values held by each member, and translate that into action in the workplace. 

Core values can best be described as operating philosophies or principles that guide an 

organisation’s internal conduct as well as its relationship with the external world. 
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So, if mission statements tell you what your institution currently exists to achieve and 

vision statements articulate where you aspire to be, the purpose of stating your core 

values is to help define the type of organisation you strive to be. As such they describe 

something of your culture, your ethos and your priorities. They represent the how 

alongside the what and the where of your mission and vision statements. Of course it 

is quite possible to combine your values within your mission statement to achieve the 

same effect, but we feel that separating the two helps each to retain their specific 

purpose and makes it easier for others within the institution to appreciate the 

contribution they are designed to make. 

As with all these high level strategic statements, their value only really emerges if and 

when they make the leap from words to deeds. Your values should both reflect and 

inform the culture within your organisation but will only do so if effort is made to 

‘make them breathe’. This may include publicising your values around the institution, 

including them within recruitment information, your prospectus and other 

promotional material and running informal sessions on them for staff designed to 

encourage reflection on what adhering to these values may mean to them on an 

individual level. Highlighting, and perhaps even rewarding, particular teams or 

individuals who have made a positive contribution to the life of the institution through 

acting in tune with a particular value can also be a powerful means of emphasising 

that values are not just well meaning words, but an integral part of the life of the 

institution. 

Core values can help remind the organisation what is important to it and to make sure 

that these qualities do not get lost, either in the middle of daily operations, or in 

pursuit of your vision. But in order to be of such practical use it is vital that the values 

you define for your institution are specific and meaningful to your institution. Agreeing 

sincere, yet bland and generic ‘motherhood and apple pie’ style values which no one 

could argue with but which could equally apply to every institution is relatively easy. 

Extracted from:  JISCInfoNet (2012B) in accordance with CCBY 

Lineberry & Carleton (1999) note that organizational culture is defined by its values, 

practices and behaviours.  As illustrated in the figure below, the authors explain that 

the strategic direction of an organization must be aligned with the organizational 

culture in a process called the “Organizational Alignment Model”. 
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Vision/Mission

Values

Practices

Behaviours

Strategic Goals

Objectives

Tasks

Results

External Environment

Stakeholders

Cultural

Process

Strategic

Process

Infrastructure
(Structure, Systems,

Processes & Policies)

 

Organizational Alignment Model 

(Adapted from Lineberry & Carleton, 1999, p. 338) 

In general, organizational values reflect how we propose to treat each other and how 

we will work with others; values are people centric.  As the Organizational Alignment 

Model illustrates organizational values must translate into practices.  Some examples 

of how practices should translate into action include people friendly human resource 

policies and procedures, timely training, education and professional development 

support; quality of life practices, collaborative management practices, and employee 

centric/team building activities.  Behaviours should stem from the practices embraced 

by the organization.   Workplace behaviours should be observed and positive 

behaviours rewarded and negative behaviours should be eliminated through 

counselling, peer support, management intervention or other positive interventions. 

Below are examples of value statements that build upon the vision and mission 

statements described earlier in this topic.  As you review them, you will see that the 

organization’s value statements align with the strategic vision and mission described 

earlier in this unit.  Note how the three examples reflect differences in their 

environment, business practices and the cultural make-up.   

Example:  Value Statements Trinidad & Tobago Ministry of Education 

Integrity – Treating each other with fairness and honour. 

Respect - Treating with colleagues and stakeholders in a manner that maintains one’s 

dignity and upholds individual opinions. 
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Teamwork - Promoting sharing and respectful approaches to communication and 

decision-making to the achievement of a common goal. 

Effective Communication - A flow of information internally and externally which allows 

one to make informed decisions. 

Excellent Customer Service - Prompt, professional and efficient attention to internal 

and external clients. 

Work-Life Balance - Having a mix of activities in work, leisure and family. 

Productivity and Performance - Excellence in all aspects of our work and 

acknowledging each other’s contributions. 

 

Example:  University of Nigeria Value Statements 
 
Integrity, Accountability and Transparency 
The interest of the university will be placed above all other considerations. 
Our decisions will be guided by deep sense of honesty, truth, equity and justice. 
The highest standard of ethical and moral values will be exhibited and encouraged. 
All actions will be in compliance with the rules of the university and the laws of the 
country. 
 
Respect 
Recognize and respect the diverse nature of the university community in the course of 
our duties. 
Treat everyone fairly and justly, regardless of religion, gender or geographical origin. 
 
Meritocracy 
Eschew all forms of favoritisms, while ensuring that the rewards, promotions and 
appointments of students/staff are based on merit. 
Ensure that the assessments of student performances are guided by the same 
principles. 
 
Academic Freedom 
Support the ethical and responsible promotion of academic freedom. 
Recognize and promote the essential role of the university in the advancement of 
knowledge and improvement of human societies (in line with the university’s goal, to 
seek truth, to teach truth and to preserve truth). 
 
Creativity  
Encourage new perspectives and approaches to issues. 
 
Team Work 
Promote a new attitude to work and study in the university in which people (faculty 
and students) collaborate freely, while providing essential mentorship to younger 
colleagues. 
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Encourage students and staff to share credits for success and accept blame for any 
shortcomings. Promote a culture where students and staff do not place personal 
objectives over group objectives). 
 
Open Mindedness 
Encourage the expression of viewpoints that contribute to improvements and 
intellectual pursuits within the university. 
 
Social Responsibility 
Encourage community services and activities focused at preserving the natural 
environment. 

 

Example – York School District (Canada) Value Statements 

Our School Board operates based on a set of values which guides our actions:  
 
Inclusivity 
We demonstrate inclusivity in all that we do. We demand an environment in which all 
students, staff, parents, and our community feel valued and have a sense of belonging. 
We expect empathy, mutual respect and understanding to be demonstrated in our 
words and actions.  
 
Relationships 
We value positive, meaningful relationships with students, staff, parents, and our 
community. We value diversity of opinion, sincere dialogue and community 
engagement.  
 
Innovation 
We continuously strive to provide the best educational programs for all students. We 
empower staff and students to take initiative and to be innovative leaders.  
 
Engagement 
We encourage active participation in all learning and activities by creating an 
environment that engages students, staff, parents, and our community.  
 
Responsibility 
We are individually and collectively responsible for creating the best possible school 
community to support the achievement and well-being of all individuals. We are 
responsible for the delivery of effective and sustainable educational programs and 
stewardship of Board resources.  
Optimism 
We approach all situations with optimism. We cultivate confidence and resiliency in all 
students and staff.  

 
An effective list of values should possess the following characteristics: 
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1. Value statements should reflect what is important to the organization. 

2. The statements should guide the interaction with employees, customers, 

stakeholders and others impacted by the organization. 

3. The statements should reflect how the organization will do “business” with 

others outside of the organization. 

4. Value statements should have impact on organizational policies and operating 

procedures. 

5. The statements should align with and complement the strategic planning 

process. 

REFLECTION 

If your organization has a strategic plan already, record its vision, mission and value 

statements in your journal.  Analyze each and determine how they meet the criteria 

described in this topic.  NOTE:  If your organization does not currently have a strategic 

plan then seek out a similar organization that has one and analyse its vision, mission 

and value statements. 

SUMMARY 
The strategic planning process is critical to the success of any enterprise, public or 

private.  As Wolcoff (1999) notes “Many of the fires that senior management 

continuously fights stem from the issues (of poor planning) … that abound in most 

companies.  If these issues were identified and strategies and tactics developed to 

address and eventually eliminate them, senior managers would have more time to 

devote to growing their company and making it more successful” (p. 13).   

Nolan, Goodstein & Pfeiffer (as quoted in Wolcoff, 1999, p. 13) in their book, Plan or 

Die!, indicates that “strategic planning and strategic management (the day-to-day 

implementation of the strategic plan) are the two most important never-ending jobs 

of management.” Remember, an organization’s strategic planning process is not just a 

one shot effort; it must become part of the way an organization does business.  You 

and your co-workers/colleagues must live the plan through regular demonstration of 

the values it supports, help move the plan forward, and help the organization 

collectively achieve its vision. 
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TOPIC 2.2 – SWOT ANALYSIS 

INTRODUCTION 

Once your institution has developed a vision and mission statement and a list of 

values, it is time to assess the risks to the organization.  This risk assessment is done in 

parallel to the creation of multi-year strategies.   Potential strategies should be 

identified through a risk mitigation approach.  One such risk analysis approach is 

known as SWOT. 

OBJECTIVES 

Upon completion of this topic you will be able to: 

1. Explain the process of SWOT. 

2. Employ the process to assess the risk of change in an educational environment. 

3. Examine what is considered risk and how to overcome it. 

SWOT ANALYSIS PROCESS 
A SWOT analysis assumes that an educational institution has 

clearly identified the vision and mission of the organization.  

The SWOT process examines:  

1. The current strengths of the organization and how 

they can help contribute to the successful achievement 

of the vision and mission.  We should build upon these 

strengths as we move forward. 

2. The current weaknesses of the organization that imbed the successful 

achievement of the vision and mission.  Weaknesses can be overcome through 

the provision of extra resources, budget, personnel and changes in policies 

and procedures. 

3. During the SWOT process the organization must explore the opportunities 

that the organization should pursue.  Opportunities can be in the form of new 

educational markets, changes in government policies and procedures, new 

technologies that can enhance learning, etc.  Opportunities are external to the 

organization and thus controlled by others.   

4. The major source of risk is external threats.  Threats can come from 

government change in policies or funding, external competitors (like private 

for profit or off-shore colleges and universities), unions or faculty associations, 

book publishers, and others that provide external support to the institution. 

TYPES OF RISK 

SWOT Defined 
 

 Strengths 

  Weaknesses 

 Opportunit ies  

 Threats 
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SWOT assumes that there are two major types of risk that could impact the 

achievement of the vision and mission:  internal and external.   

Internal risk exists within the organization and can be controlled or influenced by the 

organization’s management team and/or workforce.  External risk exists outside the 

organization and is controlled by others, and therefore is the hardest risk to control or 

plan for.  Let’s examine both. 

Internal Risk Assessment:  Internal risk can be managed by the organization and 

occurs because of a lack of something needed to move forward.  This type of risk can 

be addressed directly by management and employees through the provision of 

additional resources, budget, training, processes, etc.  During analysis of the existing 

organizational strengths and weakness, analysts must concentrate on the current 

internal environment or processes of the organization.  These processes could include: 

 Business and Education Methods 

 Management Processes 

 Student Services 

 Faculty Support 

 Financial Management 

 Human Resources 

 Classroom Requirements 

 Information and Communications Technologies 

Identifying Strengths:  As you move forward with your strategic planning process you 

must review your institution’s strategic direction and determine what strengths you 

currently have to support this change.  For example if you have excellent teachers than 

a current strength would be “Possess well qualified and experienced teaching staff to 

help guide our learners”.  If you wish to embrace e-learning technologies and your IT 

staff has familiarity with the LMS environment, then the strength would be “IT staff 

already trained in LMS and LCMS management”.  You need to develop a list of all the 

organization’s strengths based on an assessment of your current environment and 

capabilities.  A list of potential strengths for an e-learning enterprise could include: 

 Possess strong management team with experience in growing the institution. 

 Employ best practices in educational processes and practices. 
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 Possess unique technology that allows rapid courseware development and 

delivery. 

 Faculty supportive of change. 

 95% student graduation rate. 

Identifying Weaknesses:  Assessment of your institution’s weakness must be based on 

your current situation and what processes, procedures, resources, personnel or funds 

you currently do not have but are necessary to help you move towards your vision and 

mission.  The institution must assess its current environment and capabilities and 

determine what areas need improvement if it is to succeed.  An example of a 

weakness for many institutions could be “Under-funded.  Institution needs an infusion 

of cash if we are to grow our student population.”  A weakness can be similar to a 

strength.  For example it was earlier noted that the organization identified “Possess 

well qualified and experienced teaching professionals” as a strength.  But if the 

company wants to grow its business, then a weakness that mirrors the strength is 

“Need to recruit additional qualified and experienced teaching professionals to 

support growth.”  A list of potential weaknesses for an education institution could 

include: 

 Need more classroom space. 

 Need to expand student services to support growth. 

 Must incorporate new curriculum to address changes in provincial guidelines. 

 Require additional hardware and software. 

 Must ensure all software is licensed. 

External Risk Assessment:  Strengths and weaknesses have an internal focus.  

Opportunities and threats focus on the external environment surrounding, supporting 

or competing with the organization.  External factors are those things that an 

organization does not directly control, but can have the potential to impact the 

operation of the organization.  During analysis of the external environment, the 

proposed organization should consider: 

 Other institutions supporting students within the catchment area.  (e.g. 

Private online schools offering similar courses and programmes). 

 Potential students seeking a new institution at which to study. 

 External suppliers, such as publishers, software and hardware providers, etc. 

 Contractors/Sub-Contractors that support the organization. 
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 Government changes to policies, curriculum and regulations. 

 Unions and faculty associations. 

 The public and parents of students supported by the organization. 

 Regulatory/Certifying Organizations/Agencies such as teacher’s colleges or 

higher education accreditation bodies. 

Identifying Opportunities:  Opportunities come in two forms:  those that you can 

predict and those that you do not know are coming.  Opportunities are often positive 

activities that you could be used to achieve a favourable outcome for your institution.  

Most educational organizations would consider the “future growth of the e-learning 

industry over the next ten years” as a potentially large opportunity for their institution 

to pursue.  A list of potential opportunities for an educational institution could include: 

 Student population growth in your designated area. 

 Introduction of and interest of educators in new technologies to support 

learning. 

 Changes in educational policies issued by the Ministry of Education. 

 Potential to partner with other organizations interested in supporting 

education, such as industry specific programmes to support job growth 

 Available external funding source or interest from potential researchers. 

 Restructuring of the education sector. 

Identifying Threats:  External threats exist outside of an institution and outside of its 

zone of control.  Threats are, as implied, resources, activities, processes or 

circumstances that will prevent an organization from achieving its mission or vision.  

The source of the threats cannot be controlled directly by an institution.  When 

considering threats, educators must ask “What will cause us to fail?”  A stated 

weakness can potentially be an indicator of an external threat.  For example, a 

weakness statement like “Being under-funded” may also indicate “Government 

unwilling to fund new educational initiatives.”   Often threats evolve around the 

potential competitors, funding sources, suppliers, parent associations, faculty 

associations, regulations and contractors.  A list of potential threats for an education 

institution could include: 

 Private for profit schools provide services and products at a cheaper price. 
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 Competitors offer innovative programmes that meet student and industry 

needs. 

 Suppliers will not provide equipment. 

 Sub-contractors charge-out rates are too high. 

 Existing customers are not return customers. 

 Government changes legislation governing education sector. 

EXAMPLE OF A SWOT ANALYSIS USED IN A SCHOOL 

Acknowledgement:  This example was extracted from: Education World.  (nd.).  

Analyzing a Situation:  SWOT Analysis.  Retrieved from:  

http://www.educationworld.com/a_admin/greatmeetings/greatmeetings018.shtml  

The math team in your school might do a SWOT analysis to look for ways it can grow 

and become more competitive. To accomplish this, start by drawing a large square on 

a white board or paper. Divide the square into quadrants. Label the upper left 

quadrant "Strengths," the lower left "Weaknesses," the upper right "Opportunities," 

and the lower right "Threats." 

Remind the group that strengths and weaknesses are what the team has internal to 

itself and opportunities and threats are external factors. 

When it comes time to list strengths, ask group members to look at activities it does 

very well, at skills and experience within the group, at leadership Strengths might 

include a long history of regional wins, a balance of boys and girls, and so on. 

For weaknesses, ask the reverse of the questions above. You might hear that 

weaknesses include a lack of interest from students in younger grades, irregular 

attendance at practices, and so on. 

Next, ask group members to identify opportunities -- external factors that could be 

used to benefit the group. Perhaps a local high tech company is willing to sponsor the 

team at regional meets. Maybe the principal will count math team towards receiving a 

school letter. What other opportunities are there to grow math team involvement? 

Finally, identify threats -- things that might be tripping up the group or getting in the 

way of success. These threats might be competing extra-curricular activities, the 

negative social pressure that comes with being on the math team, budget cuts that 

will eliminate bus transportation, and so on. 

After filling in the quadrants, talk about what stands out from this analysis. Is it clear 

where the math team needs to focus its attention? What is surprising? What are the 

next steps? 

http://www.educationworld.com/a_admin/greatmeetings/greatmeetings018.shtml
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Example of a SWOT Supporting a Strategic Planning Process 

Vision:  St Charles Primary School achieves the UN development goal of having 100% 

of our children, boys and girls alike, graduate primary school. 

Mission:  The mission of St. Charles Primary School is to provide every child between 

ages 5 and 14 in the school’s defined catchment area the educational experiences 

needed to achieve a Primary School Diploma as defined by the state curriculum 

guidelines.  

SWOT Analysis 

(Note this is an abbreviated form of the analysis results). 

Internal Risk Assessment 

Strengths Weaknesses 

 Teachers committed to the goals. 

 Solid curriculum and lesson guides 
available to teachers. 
 

 Lack sufficient texts and learning 
resources to support 100% 
participation. 

 Require additional teachers if all 
students remain in the school until 
graduation. 

 Will need additional classrooms. 

 Teachers require additional 
professional development. 

External Risk Assessment 

Opportunities Threats 

 Government committed to UN 
Development goals. 

 Potential to get UNESCO and other 
international grants if school meets 
its goals. 

 Community associations could be 
encourages to support the school 
goals. 

 Parents remove students before they 
graduate to support the family. 

 Even though the government is 
committed to the UN Development 
goals there is no additional funding 
available. 

 Changes in Ministry curriculum could 
impact school resources. 

 
The examples above illustrates that SWOT is a tool that can be used in a variety of 

problem solving situations, including day to day classroom problems up to and 

including the creation of a strategic plan.  Once you have completed the risk 

assessment and SWOT you must then explore what strategies could be used to 

address the risk and reduce the potential of failure.  Let’s explore how to create multi-

year strategies. 
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DEVELOPMENT OF MULTI-YEAR STRATEGIES 

To counter the weaknesses and threats and to build upon the identified strengths and 

opportunities, the strategic planning team must create a number of multi-year 

strategies that will guide the organization through the strategic plan implementation 

and the effective execution of its mission and move it towards its vision.  The strategic 

planning cycle will vary by organization and type of business being pursued, but it is 

usually in the range of three to five years.  But that does not mean you cannot revisit 

and realign your strategic goals as the circumstances change and as you move through 

the implementation process. 

Dormant (1999) states that organizations need to align their organizational culture 

with the strategic direction of the company.  She notes that:  

Common strategic initiatives involve cost-control measures, customer-

focused methods, just-in-time procedures, shortened cycle times, diversity 

policies, globalization activities, standardized data systems, and 

empowerment programs.  If a company is publicly committed to 

empowering its workforce, for example, then a change to promoting people 

on the basis of their seniority would be a change that is misaligned with the 

company’s strategic initiative.  By contract, a change to flex-time, which 

allows employees to choose their hours, would be a change aligned with 

the strategic initiative.  (p. 255) 

Strategies evolve from the visioning and mission planning process and a 

completion of a SWOT analysis.  When developing strategies, the planning 

team must ask themselves:  “What do we need to do to get there?”  Some 

examples of strategies that evolved out of the SWOT process are described 

below. 

 
Example Strategies Developed From SWOT (Earlier Example)  
 

SWOT SWOT Statement Proposed Strategy 

Strength  Solid curriculum and 
lesson guides available 
to teachers. 

 Plan and implement an ongoing 
curriculum and lesson plan review 
and enhancement process that 
ensures all lessons reflect 
educational innovation and solid 
content that reflects that Ministry of 
Education curriculum guidelines. 

Weakness  Lack sufficient texts 
and learning resources 
to support 100% 
participation. 

 Seek out OER textbooks and/or low 
cost sources that support the 
curriculum guidelines. 

 Procure learning resources that 
support student learning and 
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enhance student motivation. 

Opportunity  Potential to get 
UNESCO and other 
international grants if 
school meets its goals. 

 Submit grant requests to UNESCO 
and other international agencies 
that support the achievement of the 
UN Millennium goals. 

 Seek funding support from outside 
support from industry and 
interested community patrons. 

Threat  Parents remove 
students before they 
graduate to support 
the family. 

 Create a parent support committee 
that regularly meets with parents. 

 Provide evidence to parents about 
the positive results of achieving a 
solid education. 

 Seek ways of continuing to teach 
part time students who must work 
to support their families. 

 
Walcoff (1999) states, “I view strategy as a road and tactics as the vehicle to 

implement the strategy.  I also view strategy as taking place in the long-term, whereas 

tactics is more a short-term undertaking.  With these definitions in mind, strategic 

plans are just the road map without the tactics” (p. 10).  

The characteristics of effective strategies that evolve from a SWOT analysis are: 

1. They represent the long-term (two to five years). 

2. They help the institution move towards its vision. 

3. They reflect the values important to the institution. 

4. They require the commitment of time, resources, budget and personnel. 

5. They help reduce or eliminate the risks identified in the SWOT process. 

6. They are achievable given the right resources and support. 

7. Successful completion of all of the strategies should result in the achievement 

of the mission and vision. 

CONDUCTING A SWOT ANALYSIS 

A SWOT analysis should be a well-planned all inclusive process.    There are a number 

of different ways to complete a SWOT analysis.  The following information is a step-by-

step proven process used by strategic planning consultants. 

The process should be broken down into three phases:  research; consultation; and 

validation.  Each phase has specific steps. 
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Research.  The aim of the SWOT research phase is to collect background data about 

the issues addressed during the creation of the educational change you wish to 

undertake and the vision, mission and values you wish to embrace.  This information 

will be used to inform the content of the SWOT and help develop strategies to 

overcome the threats and weaknesses and build upon the strengths and 

opportunities.  The areas of research should include: 

 Reasons for the change in strategic direction. 

 Framework for the organization you wish to create. 

 Background and capabilities of any external competitors. 

 Best practices and lessons learned in the education sector that will impact 

your strategic direction. 

 Historical data of your institution:  financials, student enrolments, graduation 

rates, etc. 

 Futures projections for the institution: growth, enrolment projections, new 

curriculum, professional development, personnel changes, etc. 

 The strengths and weaknesses of your external suppliers and contractors. 

 Potential partnering relationships with other institutions such as universities, 

colleges or private sector providers. 

 Other information relevant to the strategic direction you wish the organization 

to move. 

Consultation.  During the consultation process, the strategic planning team discusses 

the organization’s vision and mission.  The team must collect a wide variety of ideas 

about how to implement the strategic plan.  These ideas should inform the completion 

of the SWOT analysis and development of the supporting strategies to address each of 

the SWOT results.  During this process the team should: 

1. Present the findings of the research. 

2. Describe the current situation/environment within institution.  I.e. size, 

infrastructure, IT support, faculty development, etc. 

3. Discuss how the vision and mission can be achieved. 

4. Complete the SWOT analysis matrix based on the data gathered. 

5. Examine each SWOT item and determine what strategies should be put in 

place to address the ideas captured on the SWOT. 
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6. Review the SWOT findings and compare them against the best practices of 

others identified in the research phase. 

7. Produce a draft strategic plan with multi-year strategic goals and objectives. 

8. Determine how to measure each goal and objective with performance 

indicators. 

Validation.  The final part of the SWOT process is to share your findings and the draft 

strategic plan with others impacted by the draft plan.  The plan should be widely 

circulated and the following questions to be considered by the reviewers: 

1. Is the proposed strategic plan and its supporting goals and objectives 

achievable? 

2. What is the impact on the organization’s ability to implement the strategic 

plan? 

3. What is the potential cost of the plan and what are the potential 

revenues/ROI/ benefits? 

4. Will the different organizations/departments support the strategic plan? 

5. How must we change to implement the plan? 

6. What are our next steps? 

Validation may also include town hall meetings, discussions with parents and students, 

review by industries and communities that may be impacted by your proposed 

strategic direction. 

REFLECTION 
Reflect upon your current organization.  What internal issues would you consider 

when assessing the capabilities of your organization to make an educational change.  

Record your response in your personal journal. 

SUMMARY 

The conduct of an effective SWOT analysis will ensure that the organization has 

identified all of the potential risks that could block the achievement of the vision and 

mission.  The SWOT analysis process will help the planning team develop effective 

strategies that will help the organization move towards its vision and mission.   
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TOPIC 2.3 – CREATING STRATEGIC GOALS 

INTRODUCTION 
Upon completion of the SWOT analysis the next step in the strategic planning process 

is to produce strategies that will address the findings of the SWOT.  There is a need to 

create a hieararchy of goals and objectives that reflect the way ahead for the 

institution.  The aim is to create strategic goals that reduce risk and enhance the 

potential of exercising the mission and moving towards the vision. 

OBJECTIVES 

Upon completion of this topic you should be able to: 

1. Identify a hierarchy of strategic goals and objectives. 

2. Create effective strategic goals and objectives. 

3. Produce performance indicators that measure the success of the goals and 

objectives. 

STRATEGIC GOALS – THE NEXT STEP 
Strategic goals are multi-year steps that are used to guide the organization towards its 

vision and the accomplishment of its mission.  Strategic goals usually span a three to 

five year period and require sub-steps or annual objectives to achieve.  The figure 

below illustrates the relationship of vision, mission, goals, objectives and performance 

measures.  

As the figure below illustrates, strategic goals often result in the production of annual 

objectives that guide the business operation of the organization and guide the 

organization towards the vision for the company.  To ensure that goals and objectives 

are being achieved, performance indicators and performance measures must be 

identified and analysed.  The sum or achievement of all of the objectives should result 

in the achievement of the strategic goal.  The sum of all strategic goals should result in 

a move towards the vision. 
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Figure – Relationship of Vision, Mission, Goals and Objectives 

Nagy & Fawcett (2013) note that the best (strategic) goals and objectives have several 

characteristics in common. They are all S.M.A.R.T. +C.: 

 They are specific. That is, they tell how much (e.g., 40%) of what is to be 

achieved (e.g., what behavior of whom or what outcome) by when (e.g., by 

2010)? 

 They are measurable. Information concerning the objective can be collected, 

detected, or obtained from records (at least potentially). 

 They are achievable. Not only are the objectives themselves possible, it is 

likely that your organization will be able to pull them off. 

 They are relevant to the mission. Your organization has a clear understanding 

of how these objectives fit in with the overall vision and mission of the group. 
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 They are timed. Your organization has developed a timeline (a portion of 

which is made clear in the objectives) by which they will be achieved. 

 They are challenging. They stretch the group to set its aims on significant 

improvements that are important to members of the community 

The next two pages contain examples of strategic goals and objectives. 

Example - University Strategic Goals and Objectives 

Note:  Extracted from UWI 2012 – 2017 Strategic Plan.  Retrieved from: 

http://www.uwi.edu/Libraries/PlanningDocs/UWI_Strategic_Plan_2012-

2017_Final.sflb.ashx.  To review entire list of objectives download the UWI plan. 

Theme and Goal Strategic Objectives 

Competency-Based Development 
 
Improve leadership and 
management capabilities and 
job competencies of all 
employees so that they can 
effectively fulfil their roles. 
 

A1. Develop an employee competency framework to 
inform recruitment and talent management, 
training, promotion, compensation and succession 
planning for staff development and to support the 
attributes of the UWI employee. 
A2. Introduce training in leadership and 
management for all levels of staff as part of talent 
management and career development planning. 

Culture of Employee Engagement 
 
Create an organisational 
environment that promotes 
personal growth and 
development for employees and 
positive cognitive, emotional and 
behavioural states directed 
toward optimum organizational 
outcomes. 
 

B1. Improve the quality of working conditions to 
enhance employee confidence and engagement and 
promote work/life balance. 
B2. Promote occupational, environmental health and 
safety and security in the workplace. 
B3. Realign/introduce incentive systems to reward 
high performance and innovation. 
B4. Develop a gender policy for the UWI to create a 
supportive environment for both men and women 
in all aspects of university life. 
B5. Assess the degree of employee engagement and 
development. 
 

Strengthening Performance 

Management Systems 

Improve, upgrade and align all HR 
Systems. 
 

C1 Establish service level agreements, measurements 
and reporting systems for all administrative, 
professional and technical services. 
C2. Upgrade the human resource function to a 
strategic level within the University. 
C3. Align and upgrade the University’s “organisational 
capital” systems. 

http://www.uwi.edu/Libraries/PlanningDocs/UWI_Strategic_Plan_2012-2017_Final.sflb.ashx
http://www.uwi.edu/Libraries/PlanningDocs/UWI_Strategic_Plan_2012-2017_Final.sflb.ashx
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Theme and Goal Strategic Objectives 

Academic Quality 

Ensure excellence of academic 
processes. 

A1. Improve and harmonise quality assurance 
practices and processes across campuses. 
A2. Increase accredited undergraduate and 
postgraduate programmes across all campuses. 
A3. Promote continuous curriculum renewal 
aligned to the attributes of the UWI graduate in 
order to develop the skill set necessary for success 
in the modern workplace. 
A4. Promote competency-based activities linked to 
the attributes of the UWI graduate to the needs of 
the workplace and society. 
A5. Increase our ability to recruit and retain high- 
quality staff and students. 
A6. Deepen the integration of faculties through 
curriculum development, joint research projects 
and cross-campus mobility of staff and students, 
and provide access to courses via the use of ICT. 

Student Engagement and 

Experience 

To provide a high-quality 
student experience as a 
platform for enhanced regional 
and international success and 
long term commitment to the 
UWI. 

B1. Strengthen academic, administrative, financial 
and other student support services. 
B2. Enhance learning effectiveness by providing 
students with a more diverse, flexible and 
multidisciplinary teaching/learning experience. 
B3. Strengthen co-curricular engagement and 
programmes. 
 

Open & Distance Education 
 
Provide multiple, flexible paths 
for all constituencies to pursue 
tertiary education over their 
lifetime. 
 

C1. Expand enrolment and opportunities for 
international, professional, non-degree and 
disadvantaged populations through the blended 
learning educational initiative. 
C2. Increase enrolment in online fee-paying 
programmes. 
C3. Enable technology solutions for teaching, 
learning and research. 
C4. Integrate Open Campus and residential campus 
online offerings through the implementation of the 
SVUS. 
C5. Implement the appropriate governance 
arrangements to support collaborative working 
relationships between the Open Campus and the 
residential campuses. 
C6. Strengthen and expand the scope, services and 
offerings of the Open Campus to the communities it 
serves. 
 

 

THE RELATIONSHIP OF GOALS AND OBJECTIVES 

Strategic goals and objectives are similar to curriculum and course goals and objectives 

in that they build upon one another.  A single goal will normally have two or more 
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objectives.  A single goal will represent the total time it takes to complete all related 

strategic or business objectives.   

If you examine the UWI strategic goals and objectives example above you should note 

that each strategic goal has multiple objectives.  For example the goal “To provide a 

high-quality student experience as a platform for enhanced regional and international 

success …..” requires Open Campus to complete the three strategic objectives of: 

B1. Strengthen academic, administrative, financial and other student support 

services. 

B2. Enhance learning effectiveness by providing students with a more diverse, 

flexible and multidisciplinary teaching/learning experience. 

B3. Strengthen co-curricular engagement and programmes. 

Each objective above requires dedicated resources, personnel and funds to 

implement.  Each requires their own timelines and in some cases a dedicated team 

of personnel to implement the desired objectives.  For example “B1, Strengthen 

……..” requires campus registrar, the financial officer, the administrative staff and 

others to take responsibility for identifying how they will achieve their portion of 

the objective and how they will be measured once they have succeeded.   

Only when all three objectives have been achieved can the Campus Principal say 

to his or her board that they have achieved this specific strategic goal.  The 

completion of all of the objectives may take several years and a number of 

intermediate steps must be achieved.    

Now let’s look at how you measure goal and objective achievement. 

PERFORMANCE INDICATORS 

The strategic goals and objectives must be measured to ensure they are supporting a 

move in the strategic direction that the organization has chosen for itself.  Some goals 

and objectives lend themselves nicely to some form of quantitative measurement.  For 

example, an annual objective of “Increase sales by 20%” can be directly measured 

from one year to the next.   

Other strategic goals and objectives are not as easily measured.  For example, the 

strategic goal of “Support the growth of a creative workforce” may not have any direct 

measures that would emphatically demonstrate that the workforce is more creative.  

What the developers of the strategic or annual work plan must identify are 

performance indicators or examples of what a creative workforce should be doing.  

This could include “Integrate new technologies into corporate products”, “Regularly 
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produce new product proposals” and “Establish methods of sharing ideas and pursuing 

potential opportunities”. 

The ideal measurement tool or performance indicator should be observable, 

measurable and relate directly to the goal or objective being measured.  Performance 

indicators should be produced for each multi-year strategic goal and annual work plan 

objective.  Below is an example of performance indicators/success factors/assessment 

steps. 

Example of Performance Indicators 

Goal:  Academic Excellence - Assist the faculty, teaching assistants, and instructional 

staff in acquiring and/or enhancing knowledge, skills, and techniques for improving 

student learning. 

Critical Success Factors (measures of the degree of success over the next 5 years): 

• Increase number of users of Teaching, Learning, and Technology Centre services 

and participants in programs by 20%.  

• Increase utilization of Centre facilities by 20%.  

• Increase number of requested individual class evaluations by 20%. 

• Participate in 2 research collaborations annually. 

NOTE: This is NOT a complete list of objectives. 

Objective 2.1:  

Objective:  Provide faculty and teaching assistants with professional development 

opportunities related to the overall improvement of teaching and learning. 

Annual Strategies: 

• Offer courses, workshops and seminars focused on teaching and learning. 

• Work with faculty, at their request, to focus upon improvement in individual 

classes. 

• Work with units on faculty development projects. 

Annual Assessments: 

1. Number of courses, workshops, and seminars offered. 

2. Number of classes with which the Centre assists in the improvement of 

teaching/learning. 
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3. Number of participants in teaching and learning improvement activities. 

 

REFLECTION 

Even if your organization does not have a strategic plan and goals, think about how 

you would measure the success of your current organization on an annual basis.  What 

performance indicators would you create?  What measures would you use to measure 

your PIs?  Who would be responsible for collecting and analysing the data?  Record 

your responses in your personal journal. 
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SUMMARY 

If the vision and mission statements are the foundation for an organization, then the 

strategic goals and objectives are the framework upon which your house is built.  

Before you can complete the house your blueprint needs to reflect the relationship of 

all supporting structures.  Each relies on the other.  As you build your house you need 

to measure your success in accordance with the original plan.  In strategic planning 

this is the purpose of performance indicators.  They ensure that your team is on time, 

on budget and within appropriate quality frameworks.  
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TOPIC 2.4 - SCHOOL BUSINESS PLAN 

INTRODUCTION 
As noted earlier in the course the implementation of a strategic plan and its 

supporting goals and objectives is a multi-year activity (on average three to five years).  

But the organization and its managers, faculty and staff need additional guidance on 

an annual basis about what the organization expects of them and how they will 

continue to implement the goals and objectives described in the strategic plan.  

An annual plan that evolves from the strategic plan must be produced that reflects 

how the school will implement the strategic plan. This is often called an annual 

business plan or in many educational environments, the School Business Plan.  

OBJECTIVES 

Upon completion of this topic you will be able to create a school business plan. 

SCHOOL ACTION (BUSINESS) PLANS 

A strategic plan and its goals and objectives must be translated into day to day 

activities that the organization and its personnel must complete.  Some activities will 

require additional resources not normally available in the institution and some may 

require additional funds.  For each activity personnel must be assigned to complete 

the activity.  One person should be identified as the team member and responsible for 

its execution. 

An example of a partial action plan is provided below. 

 
School Action Plan 2012-2013 

Based on the Strategic Plan 2012 – 2017 

Vision

Our Vision for the St. Charles Public School sees each child fully engaged in a thinking 

curriculum that builds their stamina for deep, creative and critical thinking across and 

between subject areas.  

To achieve this vision students work together, with their teachers, and with experts to 

develop fundamental skills and complex understandings of the world around them. A 

strong sense of community is built through traditions, welcoming practices and an 

emphasis on social skill development. Parents, Teachers and School Leaders show their 

commitment for the school through their individual and collaborative involvement in 

continuously improving the school. Learning takes place throughout the school, the 

grounds, and the gardens as well as expands into our diverse, resourceful local 
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community. The school environment provides a beautiful and joyful place that fosters 

learning for all of the children and adults and is a source of pride in the community.

Mission

Our Mission is to provide an excellent academic program in a safe, caring, and healthy 

environment.  Our school, parents, and community work in partnership to ensure each 

student experience the joy and rigor of learning. High expectations within a 

challenging curriculum delivered through excellent instruction provide the educational 

foundation for all students to become enthusiastic, persistent, and competent learners 

that care about and demonstrate respect for themselves, others, and the 

environment. 

Strategic Goals 

(Note:  This is only a sampling of the strategic goals) 

Improve writing performance as measured using standards from the Common Core 

Curriculum Standards by implementing a writing program as described by the National 

Programme and Linda Calling (English Department Head) in classrooms across all grade 

levels and by providing additional support for targeted students.   

Improve student performance with mathematics skills, concepts, and problem solving 

as articulated in the Common Core State Standards. 

Students will develop the skills and attributes associated with higher order thinking as 

well as perseverance and independence as learners.. 

Annual School Action Plan 

(Note this only a sampling based on the strategic goals above and the related 

strategic objectives) 

Strategic Goal 1: Improve writing performance as measured using standards from the 

Common Core of State Standards by implementing a writing program as described by 

the National Programme and Linda Calling (English Department Head) in classrooms 

across all grade levels and by providing additional support for targeted students.  

 

Rationale: Results of the National School Assessment over the past six years are 

summarized below. These results indicate that while improvement had been made for 

a number of years, the growth has levelled off and most recently declined. Results of 

our local writing prompts also support our need for a consistent writing program 

across the grade levels. 
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2005 2006 2007 2008 2010 2011 

Number of Students 

Tested 

25 27 29 30 28 25 

Total proficient and 

above 

28% 30% 62% 77% 68% 44% 

 

Strategic Objective 1.1:  Gain training for all writing teachers and provide ongoing 

support during the 2012-2013 school year. 

Evidence of Success: Completion of training and support activities. 

Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint 
Dates and 
Notes 

Send teachers to Writing 
Summer Institute in NYC. 

June 2012 Participating 
Teachers 

Operating 
budget; 
professional 
development 
funds 

 

Send Principal to Writing 
Summer Institute in NYC. 

August 2012 Jane Smith Operating 
budget 
professional 
development 
funds 

 

A mentor will be provided to 
writing Teachers that do not 
attend the Institute. 

August 2012 Jane Smith Operating 
budget 
professional 
development 
funds 

 

Purchase books to serve as 
“mentor texts” for all units in 
the Writing Units of Study 
(Calkins). 

September 
2012 

Jane Smith Operating 
budget; Parent 
donation ($500) 
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Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint 
Dates and 
Notes 

Dedicate 4 hours during the 
August Inservice days to unit 
planning and resource sharing 
among writing teachers. 

September 
2012 

Jane Smith Inservice time  

Allocate at least one faculty 
meeting per month for 
teachers to collaborate on 
implementation of the writing 
program with mentor support 
as appropriate. 

Ongoing Jane Smith Faculty meeting 
time 

 

Provide release time for grade 
cluster teams to meet for 2-3 
hour blocks at least 4 times 
during the year with a mentor 
as appropriate. 

October 
January 

March 

May 

Jane Smith Substitutes; 
Friday Winter 
Workshops 

 

Using a rubric designed by the 
principal and teachers, collects 
data on the classroom 
implementation of the writing 
program in January, March, 
and May. 

Create the 
rubric by 
October 1st 

Jane Smith 

Teacher 
Volunteers 

Meeting time 
 

 

Strategic Objective 1.2: Use a common assessment tool to review student work and 

plan interventions, classroom based and pull out,  as appropriate. 

Evidence of Success: Completed assessments and intervention records. 

Action Step Timeline Person(s) 
Responsible 

Resources Needed Monitoring 
Checkpoint 
Dates and 
Notes 

Research and select an 
appropriate assessment to be 
used school-wide (including 
benchmarks and checklists) as 
appropriate for each grade 
level. 

10/1/12 Jane Smith 

Teacher 
volunteers 

Funds to purchase 
assessment as 
needed 

 

Time for training 
on using the 
assessment 
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Action Step Timeline Person(s) 
Responsible 

Resources Needed Monitoring 
Checkpoint 
Dates and 
Notes 

Conduct fall assessment and 
review the results with each 
grade level. 

12/1/12 Jane Smith 

Teachers 

Support 
Teachers 

Time to conduct 
assessments; 
Substitute as 
needed 

 

Plan interventions ~ classroom 
and pull out as appropriate. 

12/15/12 Jane Smith 

Classroom 
Teachers 

Support 
Teachers 

Meeting time 
 

Evaluate effectiveness of 
intervention model and revise 
as appropriate. 

3/1/12 Jane Smith 

Teacher 
volunteers 

Meeting time 
 

Conduct spring assessment and 
review the results with each 
grade level. 

6/1/13 Jane Smith 

Teacher 
volunteers 

Time to conduct 
assessments; 
Substitute as 
needed 

 

Revise the writing portfolio 
contents and process to align 
with the writing programme 
practices. 

1/1/13 Jane Smith 

Teacher 
volunteers 

Meeting time (use 
Winter Workshop 
time 1 or 2 days) 

 

 

Strategic Goal 2: Improve student performance with mathematics skills, concepts, and 
problem solving as articulated in the Common Core State Standards. 
 
Rationale: Student performance on the National Common Assessment has improved 

over the past three years. With this improvement, we had 19% of our 3, 4, 5 grade 

students that did not meet the standard for their grade level as measured in the fall of 

2011.. 

 

Strategic Objective 2.1: Implement and use the results of the assessment in grades K-2 

to inform instruction for individual students and the class as a whole. 

Evidence of Success: Records of the assessment results and intervention schedule. 
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Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint Dates and 
Notes 

Develop and implement a 
two week schedule for 
completing the assessment 
with all students by 
October 1, 2012. 

9/1/12 Susan Green Copies of class 
schedules 

Substitutes 

Weekly check in during 
assessment window to 
ensure teachers have 
necessary support to 
complete the 
assessment 

Provide professional 
development on the 
assessment standards. 

10/1/12 Barb Black 

Bob Hope 

Substitutes 
 

Develop and implement a 
plan for integrating 
assessment activities into 
classroom instruction as 
needed (based on 
assessment outcomes). 

10/1/12 Susan Green 

Bob Hope 

Provide 
materials and 
blackline 
masters for 
teachers 

 

Provide targeted 
assistance to students 
based on needs identified 
through assessment. 

Ongoing Susan Green 

Classroom 
teachers 

Bob Hope 
(consultation) 

PNOA activity 
book 

 

 

Strategic Objective 2.2: Implement and use the results of the OGAP in grades 3-6 to 

inform instruction for individual students and the class as a whole. 

Evidence of Success: Record of Assessment results and intervention schedule. 

Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint Dates 
and Notes 

Provide professional 
development for the teachers 
on the components of the 
OGAP and to interpret the 
results. 

August 
Inservice 
Day 

Bob Hope Copies of 
assessments 

 

Develop and implement a 
schedule for completing the 
assessment with all students 
by October 1, 2012. 

9/1/12 Bob Hope 

Jean Williams 

Special 
Educator 

Class time for 
testing 
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Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint Dates 
and Notes 

Develop and implement a plan 
for integrating supplemental 
activities into classroom 
instruction as needed (based 
on assessment outcomes). 

9/1/12 Bob Hope 
 

Do this work in 
conjunction with 
the PNOA work as 
much as possible. 

Provide targeted assistance to 
students based on needs 
identified through the 
assessment. 

Ongoing Jean Williams 

Special 
Educator 
Classroom 
teachers 

Bob Hope 
(consultation) 

Teachers’ 
schedules 

 

 

Strategic Objective 2.3: Ensure all students receive instruction in the designated 

mathematics standards for their grade level. 

Evidence of Success: Pacing guides and final evaluation / reflection. 

Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint 
Dates and Notes 

Review Investigations Common 
Core materials and add and delete 
content / activities as appropriate. 

9/1/12 Bob Hope 

Jane Smith 

August 
Inservice 
time 

 

Develop a pacing guide using the 
revised Investigation program for 
the year. 

9/1/12 Bob Hope 

Jane Smith 

Teachers 

August 
Inservice 
time 

 

Develop a classroom schedule that 
provides for 60 minute math 
lessons (45 in Kindergarten) and 10 
minute math. 

9/1/12 Jane Smith 

Teachers 

August 
Inservice 

 

Each math teacher will participate 
in 2-4 lesson studies throughout 
the year. 

Ongoing Bob Hope 

Jane Smith 

District-wide 
schedule 

Substitutes 
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Strategic Objective 2.4: Collect and use the results of Investigations Unit Assessments 

to monitor student progress; both individual student and the class as a whole. 

Evidence of Success: Completed record keeping forms. 

Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint Dates and 
Notes 

Agree upon a consistent 
rubric for “exceeds” in 
Investigation assessments. 

10/1/12 Bob Hope 

Jane Smith 

Teacher 
meeting 
time 

Agree on the rubric by 
Oct. 1 and use it 
throughout the year. 

Score Investigation Unit 
Assessments using the 
Teachers’ Book and agreed 
upon rubric. 

10/1/12 Jane Smith 

Classroom 
Teachers 

Bob Hope 
(consultation) 

 

Check in and review 
data in Nov., Jan., 
March, and May. 

Keep data sheet summarizing 
Unit Assessment results. 

Ongoing Jane Smith 

Classroom 
Teachers 

Record 
keeping 
sheet 

Check in and review 
data in Nov., Jan., 
March, and May. 

 

Strategic Goal 3: Students will develop the skills and attributes associated with higher 

order thinking as well as perseverance and independence as learners. 

Rationale: This is a goal of our Supervisory Union because these are skills and 

dispositions students need for success with all areas of the curriculum now and into 

the future. 

Strategic Objective 3.1: Develop a shared understanding among all teachers of the 

instructional opportunities provided for students across all grade levels and content 

area using the Instructional Practices Inventory. 

Evidence of Success: IPI data and discussion notes. 

Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint Dates 
and Notes 

All teachers participate in 
classroom visitations and 
collect data using the IPI 
categories. 

Ongoing Jane Smith 

Teachers 

Time  Maintain a log of 
classroom visits to 
ensure everyone 
has an 
opportunity to 
participate. 
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Action Step Timeline Person(s) 
Responsible 

Resources 
Needed 

Monitoring 
Checkpoint Dates 
and Notes 

Review and discuss the data 
collected as a faculty in 
November, April, and June. 

11/12, 
4/13, 
6/13 

Jane Smith 

Teachers 

Time at faculty 
meetings 

 

Gain training in the 
development of assessment 
driven units (Understanding 
By Design). 

Ongoing Jane Smith 

Teachers 

Barb Black 

Professional 
development 
funds 

Learn to embed 
higher order 
thinking skills in 
units. 

Develop, implement, and 
evaluate an Economics unit of 
study using Understanding By 
Design for each grade cluster. 
These units will use the 
cafeteria and gardens as 
learning opportunities. 

Ongoing Jane Smith 

Greg Black 

Teachers 

Time for teachers 
to be with 
students, reading 
materials for 
students 

Embed higher 
order thinking 
skills in each unit. 
 

Cafeteria based 
unit by October 
1st.  
 

Garden based unit 
by March 1st. 

 

CREATING A SCHOOL ACTION PLAN 

As you can see by the partial example above a school action plan or annual business 

plan builds upon the multi-year strategic plan.  Strategic objectives are broken down 

further into very specific activities.  The activities are written as action activities with 

verbs and measurable/observable objectives. 

You should employ the following steps to create a school action plan from an existing 

strategic plan. 

1. Examine each strategic objective and put them in order of completion. 

2. Analyse each objective and break them down into specific work activities.  (A 

work activity is something that will take time and resources but can be 

completed in a month or less.) 

3. Organize the activities into a specific order of completion. 

4. Identify resources and budget needed to support the completion of each 

activity. 

5. Identify a lead person to supervise the completion of each activity. 
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6. Identify the team members needed to complete each activity. 

7. Establish a timeline for completion of each activity. 

8. Organize the timeline and activities into a specific order of completion. 

9. Determine what can be done in this specific school year.  Mark those that 

cannot be done this year for completion in the following years.  Remember a 

strategic goal and its objectives could take several years to complete and in 

some cases they be ongoing for many years (e.g. marketing activities). 

10. Review the activities, resources, budget and personnel requirements with 

providers and managers.  Review the action plan with those impacted by the 

proposed planning activities. 

Once you have an agreed upon plan, then begin implementation.  As you implement 

your plan you should review its progress on a monthly basis and make adjustments to 

your timeline, resource requirements, budget and personnel.   

REFLECTION 
If you had to create a school or university/college action plan who would you involve 

in the planning process?  Who would approve your action plan?  Record your answers 

in your personal journal. 

SUMMARY 

A school action plan is the final step in planning the way ahead for your organization.  

School action plans will guide the day to day work of the organization.  It will support 

the identification or personnel, resource and budget requirements needed to 

complete each activity.  Action plans should be considered living documents that are 

subject to regular review and where necessary modification based on local 

circumstances and unforeseen changes.   
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UNIT TWO – SUMMARY 

ASSIGNMENTS AND ACTIVITIES 
The two assignments described below are the essence of this course. They may be 

modified or added to by the instructor.  The instructor will establish a timeline for 

completion of each.  

Assignment 1 – Produce a Strategic Plan and SWOT 

1. Identify an educational organization (school, university, college or other 

educational institution) for which you can create a strategic plan. 

2. Visualize what you would like your organization to evolve into in three to five 

years. 

3. Identify the vision, mission and value statements for the selected organization 

that supports your visualization. 

4. Conduct a SWOT for the selected organization. 

5. Produce strategic goals and strategic objectives that reflect the SWOT results 

and other consideration of the organization’s current situation. 

6. Record the results of your strategic planning session and pass your strategic 

plan and SWOT to your instructor for review. 

Assignment 2 – Produce an Action Plan 

1. From the strategic plan produced in Assignment 1, create an organization 

action plan that reflects a one year business plan. 

2. The Action Plan should breakdown those strategic goals and objectives that 

can be completed in the first year of the implementation process. 

3. The Action Plan should reflect: 

3.1. The activities required to complete the strategic objectives planned for 

completion in the first year. 

3.2. The time line for each activity. 

3.3. The resources and budget required to support the completion of each 

activity. 

3.4. The type of personnel/faculty/professionals required to support 

completion of each activity. 
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4. Compile the Action Plan into a single document and pass to your instructor for 

review and feedback. 

SUMMARY 
This unit describes the strategic and tactical (school) planning process.  Many would 

say that following these steps is both time consuming and in some cases unnecessary.  

But this is not the case.  An organization that does not know where it is going and how 

it will get there will just flounder around doing the same thing without making any 

changes, changes that will result in better students, motivated faculty and cost/time 

effective administrative procedures.  Strategic planning and action planning are 

essential tools that all educational leaders must master and employ. 

NEXT STEPS 

Many of the strategic goals and objectives and some of the Action Plan activities may 

require the creation of policies and procedures.  The next unit will discuss policy 

development and implementation.   

 

 

 



 
 
 

Leading Educational Systems Page | 69  
 

UNIT 3 – POLICY PLANNING AND IMPLEMENTATION 

UNIT INTRODUCTION 

Wikipedia (nd.) defines education policy as:  the development and implementation of 

guiding principles and government policy-making in the educational sphere that 

includes the collection of laws and rules that govern the operation of all education 

systems. 

Education occurs in many forms for many purposes through many institutions. 

Policies, laws and regulations exist to govern early childhood education, kindergarten 

through to 12th grade, two and four year colleges or universities, graduate and 

professional education, adult education and job training. Therefore, education policy 

directly affects the education of people at all stages of their life. 

Examples of areas subject to debate in education policy, specifically from the field of 

schools, include school size, class size, school choice, school privatization, tracking, 

teacher education and certification, teacher pay, teaching methods, curricular content, 

graduation requirements, school infrastructure investment, and the values that 

schools are expected to uphold and model. 

UNIT OBJECTIVES 

Upon completion of this unit you will be able to: 

1. Explain the role of policy in an educational environment. 

2. Explain the policy development process. 

3. Identify policies that impact an educational organization. 

4. Design appropriate policies for an educational organization. 

5. Implement policy. 

SUGGESTED READINGS 

Your instructor should select and assign the readings you are to complete as part of 

this unit.  Below is a suggested list of books and articles that support the objectives of 

this unit. 

ASSIGNMENTS AND ACTIVITIES 

Upon completion of this unit you will be required to review a number of policies and 

explain how they are implemented in your educational environment.  There are also 

reflective questions presented throughout the unit.  You should record your thoughts 

and answers into your own personal journal.   Your instructor will provide guidance on 

how to use the journal and submit it regularly for feedback.
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TOPIC 3.1 – POLICY DEVELOPMENT PROCESS 

INTRODUCTION 

All organizations have policies that guide their day to day operation.  Depending on 

the size of the organization they may be written or verbal.  The more bureaucratic an 

organization the more policies and procedures often exist.   

OBJECTIVES 

Upon completion of this topic you should be able to: 

1. Describe a policy development process. 

2. Describe the best practices in policy development. 

ACKNOWLEDGEMENT 
The policy development process described in this topic is based on the process 

recommended by the “Association of College and University Policy Administrators” 

(ACUPA).  The content of this topic was retrieved from their site at The University of 

Minnesota.  Go to:  Policy Development Processes with Best Practices.  Retrieved 

from:  http://process.umn.edu/ACUPA/projects/process/Graphics/acupa3.gif    

THE PROCESS 
The policy development process recommended by the ACUPA has three phases Pre-

Development, Development and Maintenance) with seven unique activities and 14 key 

steps as illustrated on the diagram on the next page.  

BEFORE YOU START 

Get Authorization and Support for the Process  

Without authorization and support at senior levels it is unlikely that the process of 

policy development will be workable or that the resulting policy and procedure 

information will be viewed as official. This does not mean that every policy issued 

needs presidential approval. A process is needed to elevate critical policy decisions to 

the executive level as necessary. Moreover, senior management can create the 

climate for serious and effective policy work. Consider a "Policy on Policies", to 

document and execute the policy process.  

 

http://process.umn.edu/ACUPA/projects/process/Graphics/acupa3.gif
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PREDEVELOPMENT – BEST PRACTICES 

1. Be Proactive in Issue Identification  

It is usually better to anticipate a problem than to be surprised. This may especially be true for 

policy development because the timeframe from the start to the finish can be long. The more 

you are able to identify issues that will affect your institution, the less time will be spent in 

emergency mode. This is especially true for important policies that are enterprise wide in 

scope, involve budget changes or training efforts. Perhaps joining ACUPA would help you stay 

on top of the current important policy issues!   

2. Identify an Owner for Each Policy  

A specific individual needs to have responsibility for the content and accuracy of information 

within the policy. Different offices can own pieces of the policy or procedures, but one 

individual should be designated with the overall responsibility to create and maintain the 

information. The owner should push and track policy development. If disputes arise this 

individual is the one who ultimately decides the outcome or the process that will be used for 

resolution. Consider publishing the names and addresses of the policy owners in a table with 

their policies and procedures.  

3. Determine the Best "Policy Path"  

Often, determining the owner of a policy will dictate the development path for the policy. 

However, that is not always the case. Institution-wide policies can be formulated by many 

different authorities including legislative bodies, trustees, senior officers, faculty or 

departments. Determining the best level can be more art than science. When choosing, 

consider topic significance, internal and external reactions, number of approvals necessary and 

ongoing maintenance.  

4. Assemble a Team to Develop Policy  

Policies and procedures will often be used by a wide variety of groups. To develop accurate and 

complete documents, consider the expertise needed to develop a well informed policy. 

Depending on the issue, consider involving staff, faculty and students from human resources, 

financial, governance, auditor, information technology and legal officers. Including 

representatives from groups that will use the policy and be affected by it will greatly improve 

the quality and may assist with buy-in.  

DEVELOPMENT 

5. Agree on Common Definitions and Terms  

This seems simple but truly important. Not everyone will agree on what constitutes a policy or 

procedure. Throw in terms like rules, regulations, standards, guidelines, laws, 

recommendations and the picture gets even cloudier. This is not an easy task but it will provide 

a great deal of clarity during the policy process. These definitions should be readily available to 

those preparing policies.  

6. Use a Common Format  

Coordination by those who manage and produce policies is needed to establish a common 

format. The payoff will be easier to find information for those accessing information but it will 

also help those creating policies be consistent. When developing policy the common format 

speeds development and will often force questions to be answered that might not ordinarily 
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come to light. The format helps to break up policies into digestible chunks. Consider having a 

"Contacts" section for policy interpretation and or a FAQ to capture the answers.  

7. Obtain Approval at Owner and Senior Levels  

Throughout the process there should be periodic reviews and agreement with the officers who 

must ultimately approve the new policy. Before the process begins there must be agreement 

on the overall purpose and the outcome of the work. A review of draft policy statements 

through the process can be critical to avoid misunderstandings about scope, timing, 

responsibilities and ownership. Consider periodic updates for stakeholders. A comment period 

may be appropriate in some circumstance. Finally, be sure all approvals are secured before 

publication.  

8. Plan Communication, Publicity, and Education  

When policies are approved communicate results to those needing the information. This can 

vary widely. Determine various core interest groups and devise practical communication 

options. Include new and revised policy information in existing publications. Some issues may 

require special mailings and or training efforts. Establish a regular communication channel for 

all policies and institute special communication plans for those that are critical, complicated or 

time-sensitive. For critical issues, the importance of being proactive, cannot be overstated.  

9. Put Information Online and Accessible from One Location 

Having information online is the most effective way to make the information available. Getting 

all policy information in one location may be more difficult. Different offices often own policies 

and procedures. Coordination between these different groups is necessary if the end users are 

to achieve easy access. Creating one unified site will also assure your community that the policy 

list is complete. Consider setting up information in a database to facilitate search and sort 

capabilities. Active server pages enable fast updating of data on the web site.  

10. Provide Search Capability  

People look for information in different ways. Some will remember it is a Human Resources 

policy while others the title or number. Others still recall a key word or the form number 

associated with the policy. The search tools should provide as many options as possible. When 

your users can do a full text search on all policies and procedures, you will know you have 

arrived at the highest level of policy accessibility.  

MAINTENANCE 

11. Develop a Plan for Active Maintenance and Review  

Owners of policy may not have the time or inclination to keep the information current. A 

methodology and training process needs to be in place to assist them. New developments in 

document management software can help in this area. Audits can often identify information 

that needs updating. There is no quicker way to lose the confidence of your users than to have 

information that is obsolete and no longer applicable.  

12. Encourage Users to Provide Feedback  

The people who use the policies can help keep them accurate. Users are often the first to 

notice that information is outdated. Having an easy and visible way to invite feedback will assist 
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in the maintenance process. User involvement will also help communicate the message to 

users that their help is welcomed and that they have an opportunity and perhaps even an 

obligation to keep information current. Users know what works and what doesn't. They can 

often offer suggestions for improvement.  

13. Archive Changes and Date New Releases with an "Effective Date" 

Members of your community need to know what's new. However, there are times when it is 

important to know and be able to retrieve the "old information". For legal and administrative 

purposes it is critically important to provide access to a historical file of the texts of older 

policies that accurately reflects the dates when changes were made, the changes that were 

made to the wording, and who authorized the changes. Consider making policies "effective" at 

a future date if you are not ready for implementation.  

14. Measure Outcomes by Monitoring or Testing  

Why have a policy that no one follows? There are many factors that encourage people use a 

policy such as proper training and it being easy to read, find and understand. Making sure 

policies are accurate and up-to-date will increase confidence and use. Consider developing a 

measure to quantify the usefulness of the policies, such as the number of hits on the web site 

or logging phone calls on questions or suggestions for improvement. For critical issues, an 

internal or external audit may provide feedback on the extent of compliance with the policy or 

procedures. 

SUMMARY 
The policy development model described in this topic is a proven process that will help 

you produce effective policy for your educational institution.   
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TOPIC 3.2 – IMPLEMENTING EDUCATION POLICY 

INTRODUCTION 
Ministry and national policies govern the day to day operation of schools and the 

education system.  Policies will vary widely based on the educational environment, 

cultural and national character of the education system.  There are a number of 

common policies that most educational environments will create and implement.  We 

will explore some of these policies and their impact on school management. 

OBJECTIVES 

Upon completion of this topic you should be able to: 

1. Identify a list of common education policies.  

2. Explore the impact of these policies on the school environment. 

3. Implement policies within a school environment. 

TYPES OF EDUCATION POLICIES 

Education policy can be grouped into five major categories: 

 School Management. 

 Human Resources. 

 Corporate Management. 

 Safety and Welfare. 

 Finance and Administration. 

Under each category there are a number of policies that are developed by the 

government or educational management authority.  Some examples of typical policies 

under each category are described below: 

 School Management. 

o Attendance. 

o Behaviour Management. 

o Curriculum and Education Programmes. 

o Enrolment. 

o Treatment of Gifted and Talented Students. 
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o Treatment of Students with Disabilities. 

o Parent Engagement. 

o Grading. 

 Human Resources. 

o Complaints and Misconduct. 

o Pay and Compensation. 

o Union/Faculty Associations. 

o Leave Management. 

o Professional Development. 

o Recruiting, selection, appointment and transfer. 

o Performance Management/Assessment. 

 Corporate Management. 

o Community Relations. 

o Copyright and Intellectual Property. 

o ICT Management. 

o Legal Issues and Responsibilities. 

o Governance of the Education System. 

o Records Management.   

o Accountability and Evaluation. 

o Research and Development. 

 Safety and Welfare. 

o Duty and Care of Students. 

o Occupational Safety and Health. 

o School Safety and Security. 

o Relationship with the Police Forces and Security Services. 

 Finance and Administration. 
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o Building and Infrastructure Management. 

o Education Fees and Charges. 

o Financial Management. 

o Insurance. 

o Procurement. 

o Student Grants and Allowances. 

o Travel. 

o Vehicle Management. 

We will explore some of the School Management policies in more detail. 

SCHOOL MANAGEMENT POLICIES 

School leaders are impacted the entire gambit of policies that ministries and school 

districts create.  They are responsible for implementing, managing and reporting on 

the success of all education system policies that impact school operations and learner 

success.   To review the implementation of each in detail would be a course onto itself.  

Here we will explore some of the more common ones impacting school operations. 

ATTENDANCE POLICY 

Most boards of education (or ministries) have created attendance policies that require 

schools to track attendance and create procedures for seeking out students who fail to 

attend regularly without an appropriate reason.  Attendance policies should exist in all 

schools and they should include:   

 Who is responsible for regular attendance. 

 What are appropriate reasons for absences and how they should be 

documented. 

 How to record and track student attendance. 

 Protocols for responding to a student’s unexplained or unapproved absence. 

 How to manage students who are habitually late. 

In a booklet published by the Welsh Government (2011) they provide strategies for 

how schools should manage absences and habitually late students.  Some of the 

strategies they recommend include: 
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1. First and foremost have an attendance policy in place that is circulated to 

students, parents and teachers. 

2. Employ an electronic registration system for students signing in and signing 

out of school.  The system should automatically notify parents of a student’s 

absence.  Teachers must monitor regular attendance. 

3. Use existing attendance data to determine the root causes of absenteeism.  

Weekly figures may illustrate the: 

o effect of staff absenteeism; 

o fall in attendance preceding teacher training days, half terms, study leave 

or work experience; 

o effect of ending terms on a Monday or Tuesday; 

o effect of activity days, day trips or residential trips; 

o effect of the timing of the school day; and 

o effect of pupil holidays in term time. 

4. Establish a first day contact system.  Ensure that parents or guardians are 

notified on the first day of absence and seek their help in ensuring their 

students attend on a regular basis.  The first day contact system can also 

require that parents or guardians contact the school when they know a 

student will be absent. 

5. Treat school attendance as a community issue.  Solicit support for those 

involved with the students and encourage them to be supportive of regular 

school attendance. 

6. Involve parents in the creation and implementation of the attendance policy. 

7. Use a reward and incentives system to encourage attendance and punctuality. 

8. Positively reintegrate absentees into the classroom. 

BEHAVIOUR MANAGEMENT POLICY 

Behaviour management is a very broad category but essential to the effective 

management of any school and the interaction among students, parents, faculty and 

staff.  In many cases behaviour management policies are dictated by the ministry.  But 

these policies must then be translated into school policies and procedures.  Often the 

school level policies are translated into a School Code of Conduct which will guide 

students and teachers alike.   
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The Newfoundland Department of Education (2008) in its Safe and Caring Schools 

Policy has introduced a Positive Behaviours Support system that guides schools in the 

creation of their Code of Conduct.  The practice of School Wide Positive Behaviour 

Support (SW-PBS) approach to the creation of a code of conduct allows for: 

 input from the entire school community; 

 the development of clear, consistent behavioural expectations; 

 the teaching, practicing and modelling of expected behaviours; 

 acknowledgment of positive behaviours; 

 a consistent, non-judgmental response to inappropriate behaviours; 

 a continuum of support to meet the needs of all students; 

 the collection and analysis of data to determine the effectiveness, efficiency 

and relevance of the procedures; and, 

 consistent and on-going school-wide evaluation and decision-making for 

maintaining the practice. 

The components of a Code of Conduct developed using an SW-PBS approach should 

consist of the following: 

1. Clearly define student expectations through a behavioural matrix or code of 

conduct, etc. 

2. Teach students how to behave appropriately in each setting, providing 

opportunity for student input, modelling and role playing. 

3. Acknowledge positive behaviour of students and staff. 

4. Clearly define the consequences for inappropriate student behaviour 

5. Document inappropriate behaviours in an effective, efficient and relevant 

manner. 

6. Analyse data collected through the documentation process and share on a 

regular basis with the entire staff. 

7. Staff decision making is based on data collected. 

8. Long-term data collection and analysis allows for on-going evaluation of 

individual, targeted group and school-wide intervention strategies. 
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There will also be a need to provide specific guidelines for how to manage students for 

whom primary or universal interventions are not enough. 

1. Secondary prevention is designed to provide intensive or targeted 

interventions to support students who are not responding to primary 

prevention efforts. 

2. Secondary prevention is designed for students who are at risk of developing 

chronic problem behaviour, but for whom high intensity interventions are not 

essential. 

3. Secondary prevention often involves targeted group interventions that teach 

students prosocial and adaptive skills as a replacement for problem 

behaviours. 

4. Rearranging the environment so that desirable behaviours can be encouraged 

and practiced. 

CURRICULUM AND EDUCATION PROGRAMME POLICY 

Curriculum and Education policy re: programme design and delivery are in most cases 

dictated by the Ministry of Education.  It is the role of K to 12 schools to implement the 

policies and the curriculum as defined by the Ministry.  The curriculum guidelines must 

be broken down into detailed curriculum plans and lesson plans.  Activities must be 

planned and resourced.  Teachers must be assigned, supported and monitored to 

ensure they are teaching the content described in the curriculum plans.  Assessment 

instruments must be created and student progress regularly assessed based on the 

guidelines provided by the ministry.  It is role of the school leaders to ensure that the 

school and its faculty meet or exceed curriculum guidelines are articulated in the 

various grade programme policies. 

In the case of universities and colleges, the creation and delivery of programmes is 

often dictated by the university senate or board of governors.  The certifying body, it is 

a regional or international organization or in some jurisdictions it may be a Ministry of 

Higher Education that establishes and enforces policies that will guide the creation and 

implementation of new programmes.   

ENROLMENT AND ADMISSIONS POLICY 

Enrolment policies will vary from country to country and within a country depending 

on a wide variety of factors.  Religious schools and private institutions may have 

enrolment policies that cater to specific groups or to specific regions of the country.  

Often public schools will be restricted to enrolling students from specific catchment 

areas to ensure no one schools is overburdened with eager students.     

Admission policies will also describe the admissions requirements and when and 

where a student can enrol.  They will, in the case of universities and colleges, describe 
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the minimum requirements for admission into the institution.  They may also include 

the fee structure and payment schedule if the school is a fee based organization.   

PARENT ENGAGEMENT POLICY 
All school leaders believe that parents are key players in their child’s education, but 

not all schools have a clearly defined policy about how to actively engage parents in 

the management of the school.  But parents have busy lives and often it is difficult for 

them to play an active role in their child’s education.  Therefore it is essential that 

schools and their staff and faculty establish a parent engagement policy that is jointly 

developed by all of the stakeholders in the education system. 

A school parent engagement policy (according the Ontario Ministry of Education, 

2010) should include: 

 A vision for parent engagement within the school. 

 Strategies to support parent engagement. 

 How to remove any biases and systematic barriers that would block the 

involvement of parents in their children’s education. 

 Identifying parent involvement practices that positively influence student 

learning and achievement. 

 Identifying the role of education partners in the supporting the engagement of 

parents in the school management and student success. 

ASSESSMENT AND GRADING POLICY 
Academic assessment and grading and its related policies vary by region, country and 

education level.  These policies are normally established by the Ministries of Education 

and implementation becomes the responsibility of the university, college or school.  

Some assessment will be based on national tests administered by the school at 

different times in a student’s education.  Other assessment instruments will be 

produced by the school faculty in accordance with the Ministry guidelines.  Often 

recommended assessment methods are described in the curriculum planning 

documents.    

It is the responsibility of school leaders to ensure assessment and grading are: 

1. Done in accordance with regulations established by the Ministry. 

2. That in-school assessment instruments are fair and equitable and that they 

measure the desired outcomes included in the curriculum and lesson plans. 
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3. That grading is done using an appropriate rubric or guidelines. 

4. That all students are graded in the same manner. 

REFLECTION 

Produce a list of policies that govern the operation of your educational organization.  

Record your list in your personal journal. 

SUMMARY 

Educational environments have dozens of policies to guide the education of our 

children and adults.  The aim of these policies is to standardize the approach to school 

and institution management.  This topic provided examples of several policies that 

impact schools.  In addition it described a wide variety of policies at the different levels 

of an education system. 

REFERENCES 

Newfoundland Department of Education. (2008).  A School-Wide Approach – Positive 

Behaviour Supports.  Retrieved from:  

http://www.ed.gov.nl.ca/edu/k12/safeandcaring/teachers/pbs/PositiveBehaviourSup

ports.pdf  

Ontario Ministry of Education.  (2010).  Parents in Partnership …. A Parent Engagement 

Policy for Ontario Schools.  Retrieved from:  

http://www.edu.gov.on.ca/eng/parents/involvement/PE_Policy2010.pdf  

Welsh Government.  (2011). Strategies for schools to improve attendance and manage 

lateness.  Retrieved from:  http://dera.ioe.ac.uk/2945/3/110308section3en.pdf  

http://www.ed.gov.nl.ca/edu/k12/safeandcaring/teachers/pbs/PositiveBehaviourSupports.pdf
http://www.ed.gov.nl.ca/edu/k12/safeandcaring/teachers/pbs/PositiveBehaviourSupports.pdf
http://www.edu.gov.on.ca/eng/parents/involvement/PE_Policy2010.pdf
http://dera.ioe.ac.uk/2945/3/110308section3en.pdf
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UNIT THREE – SUMMARY 

ASSIGNMENTS AND ACTIVITIES 
Identify two policies from your list produced in Topic 3.2 Reflection that needs to be 

rewritten or expanded upon.  You may also identify policies that need to be written 

but currently do not exist.   

1. Identify a ministry policy or legislation that needs to be translated into policy at 

the school or university/college level. 

2. Provide a justification of the creation or rewrite of a school policy. 

3. Create or rewrite the policy making it specific to your educational 

environment. 

4. Get and record feedback from two or more of your peers or those that are 

impacted by the proposed policy. 

5. Finalize the policy and submit it to your instructor for review or feedback. 

6. Do this a second time for a second policy. 

When you have finished your two draft policy statements and assessment of their 

impact forward to your instructor for review and feedback. 

SUMMARY 
Policies guide the day to day conduct of educational institutions.  Policies evolve from 

a variety of sources: government, school administration and schools themselves. 

Educational policies must reflect the social norms, culture and community of the 

students that they intend to guide. 

Educational leaders must conform to policies, interpret them and implement them 

within their educational environment.  Educational leaders must also create policies to 

address unique situations or issues facing their school and community.  Knowing how 

to create and implement policy is a key part of an educational leaders responsibilities. 

NEXT STEPS 
In this unit we discussed educational policies in general and provided examples of 

policies that impact schools specifically.  In the next and final unit we will explore ICT 

policy and how to manage your ICT resources.   
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UNIT 4 – ICT MANAGEMENT 

UNIT INTRODUCTION 

This unit focuses on the not-so-rosy side of technology: costs incurred over the 

lifecycle of technology. Any person who owns a computer knows that a computer 

costs are more than the price tags on the monitor, printer, and computer. There is 

software, virus protection, Internet access, visits by a repairperson, and more. For 

schools, the costs include: 

 Plan, implement and manage a computer network (form committees after 

school, identify common needs, determine specifications, haggle with 

contractors, etc.). 

 Train teachers how to use the technology and integrate it into the curriculum. 

 Address  all  problems  that  arise  on  a  day-to-day  basis  (“how  to”  

questions, jammed printers, malfunctioning hardware, etc.). 

 Provide students access to appropriate computer technology and courseware. 

How an educational leader should manage these costs and the realted ICT 

infrastructure as discussed in this unit. 

UNIT OBJECTIVES 

Upon completion of this unit you will be able to: 

1. Describe your schools ICT needs. 

2. Estimate costs for the purchase and maintenance of ICT resources. 

3. Manage your ICT resources. 

4. Produce an ICT policy for your educational environment. 

SUGGESTED READINGS 

Your instructor should select and assign the readings you are to complete as part of 

this unit.  Below is a suggested list of books and articles that support the objectives of 

this unit. 

ICT Lounge.  (nd.).  Applications in School Management.  (Web Site).  Retrieved 

from:  http://www.ictlounge.com/html/applications_in_school_management.htm 

(NOTE: Explore the various links at bottom of page to learn more about the theory 

and practice of ICT management).  

Rusmini, K. A.  (nd.).  Managing the Use of ICT in Schools:  Strategies for School 

Leaders.  (Online Article).  Academia.edu.  Retrieved from:  

http://www.ictlounge.com/html/applications_in_school_management.htm
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https://www.academia.edu/528161/Managing_the_Use_of_ICT_in_Schools_Strate

gies_for_School_Leaders  

SchoolNet.org.za.  (nd.).  ICT in Schools.  (Online Module).  Retrieved from:  

http://www.schoolnet.org.za/CoL/ACE/course/school/activities/2_site.htm (NOTE:  

Contains a number of activities that support this unit’s discussion). 

Vanderlinde, R.  (2011).  School-based ICT policy plans in primary education:  

Elements, typologies and underlying processes.  British Journal of Educational 

Technology.  Retrieved from:  https://www.academia.edu/2280107/School-

based_ICT_policy_plans_in_primary_education_Elements_typologies_and_underly

ing_processes  

ASSIGNMENTS AND ACTIVITIES 

Upon completion of this unit you will be required to analyse the use and future 

potential of ICT in support of your educational environment.  There are also reflective 

questions presented throughout the unit.  You should record your thoughts and 

answers into your own personal journal.   Your instructor will provide guidance on how 

to use the journal and submit it regularly for feedback. 
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TOPIC 4.1 – MANAGING TECHNOLOGY 

INTRODUCTION 

The need for more technology in schools is becoming more and more important as the 

globe and its economies become more interconnected.  The use of the Internet and 

various online tools is becoming an essential part of our students’ life if they are to 

succeed in the job market after they leave school. 

Educational leaders must find ways to maximize the potential of ICT and educational 

technologies.  This is especially difficult in times of constraint when funds are limited.  

Teachers may lack the skills needed to oversee the use of technology in the classroom.   

Managers need to learn about ICT and educational technology.  They must become 

leaders in its use.  They must understand how to procure, maintain and operate the 

various tools and systems available to them.  This topic will begin this exploration. 

OBJECTIVES 

Upon completion of this topic you should be able to: 

1. Identify the types of ICT required to support your educational environment. 

2. Estimate the cost of procurement and maintenance of ICT. 

3. Establish a plan for school ICT. 

TOTAL COST OF OWNERSHIP 

Business analysts define the sum of explicit and implicit costs of technology as the 

total cost of ownership (TCO). TCO includes a life cycle of costs incurred by owning 

technology, from the initial purchase to the discard of the computer.  As a general 

rule, the annual TCO of a networked PC adds at least 100% to the purchase price 

for the hardware and software. 

TCO for school technology is important because political and non-political forces are 

determined to put computers in schools with the belief that students must master 

technology skills if they are to become effective members of society.  This begs the 

question: what, if anything, can we as educational leaders do to help schools 

plan, budget, and manage technology efficiently? Schools must learn to adopt and 

manage technology efficiently – whether to improve educational outcomes or to 

ensure a maximum return on the government or NGO investment in educational 

technology. 

The current policy focus needs to shift from helping schools get hardware and 

Internet access to helping schools bear the full cost of owning and operating this 

technology. 
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THE PROBLEM 

In some sense, how schools manage technology should be no different than how 

the private sector manages their technology. A school has a CEO in the principal, an 

administrative staff (teachers), a large number of users (students), and in larger 

schools their own computer network. Why should managing technology be more 

challenging in schools than it is private business?  

But schools, unlike businesses, lack the incentive to manage technology 

efficiently, lack sustained funding for technology, and often lack the technical 

expertise to operate and maintain their ICT infrastructure.  Problems arise in schools 

because of the following: 

1. Rapid change in technology and the distributed aspect of computer 

networks create inherent management difficulties. 

2. Continuous innovation creates “needs” that did not exist previously; 

consequently, individuals and organizations continue to add and learn the 

latest technology. 

3. Personal computers have replaced centralized mainframe systems for 

most applications. This distributed computing environment has three 

important ramifications.  

a. An organization has greater difficulty reaching consensus on 

computer needs because more users exist and each user has 

separate needs; hence planning is more difficult.  

b. Every user – not just the mainframe engineer – needs to know 

how to use the technology properly; hence, training becomes 

more crucial.  

c. Controlling the uses of the technology – from enforcing a standard 

set of applications to assisting individuals who have technical 

problems  is challenging; hence support is more difficult. 

The school setting creates additional problems for technology management. Schools 

lack a profit incentive to use technology efficiently. Businesses are acutely aware of 

using technology to the point where cumulative benefit equals cost, but schools are 

not. The benefit of technology in schools is not enhanced production (that is, profit), 

but improvement in education. With such a nebulous target, it would seem easy 

to undershoot or overshoot.  Moreover, it is difficult for schools to readily transfer 

resources to hone in on the "right" level of technology investment.  The school 

principal has to keep many constituents happy: teachers (and their union), parents, 
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students, the ministry  and any supporting NGOS. Allocating more resources to 

technology often means forgoing resources elsewhere, making some subset of 

stakeholders unhappy. Most principals do not have the same command and control 

as a CEO. 

TECHNICAL EXPERTISE 

Lack of technical expertise is a problem that impairs schools in technology 

management. Technical expertise is required to plan, support, and evaluate the 

program. Many schools lack technical expertise; or, the expertise is unevenly 

distributed among schools within the region. The lack of expertise is partly due to 

a generation gap. As younger, more technically savvy teachers and administrators 

replace their predecessors, the gap will be alleviated somewhat. However, the 

problem may be more entrenched. Technical expertise demands a premium price, 

and high-paying technical jobs lure skilled technology workers to the private sector. 

PLANNING FOR TECHNOLOGY 

Often the planning costs for technology innovation are not always reflected in school 

or even ministry budgets.  Yet there are significant direct and indirect  costs  in  

planning.    It is time-consuming and costly to: 

 Develop a common vision. 

 Assess proficiency in technology of teachers and staff. 

 Identify appropriate technology. 

 Develop a project plan. 

 Create a long-range budget. 

 Design the network and develop detailed specifications for subcontractors. 

 Consult with the district technicians and the facilities/planning personnel. 

 Remain current with industry trends in hardware, software, and networking. 

Most planning costs are less explicit than those listed above (that is, the additional 

long hours teachers, administrators, and community members spend during the 

planning process).   

FUNDING AND BUDGETING FOR TECHNOLOGY 

The processes for funding and budgeting include: 

 Seek matching funds for grant programs (DHS Grant). 

 Develop and write grant applications. 
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 Track legislative regulatory developments (E-rate subsidy). 

 Record funds received and expenses. 

 Analyze historical costs. 

 Prepare and review budgets. 

REFLECTION 

Consider the state of ICT in your own educational environment.  Describe what must 

be done to embrace ICT in our school.  Record your ideas in your personal journal. 

TECHNOLOGY PURCHASES 

Informed technology purchasing requires schools to: 

 Track industry and technology trends (read trade magazines, attend trade 

conferences, participate in user groups, and talk to colleagues). 

 Track educational software developments. 

 Determine the necessary requirements for technology. 

 Write Request for Proposals (RFPs). 

 Communicate   with   vendors   and   the   school   district   regarding   

discounts, compatibility, and compliance with state-level standards. 

SUPPORT FOR TECHNOLOGY 

The cost of technical support is one area of owning technology that most educators 

seem to understand. The lack of reliable technical support can result in significant 

periods of downtime when computers do not work. The New Haven School District is 

spending $380,000 this year on technical support salaries alone. There are numerous 

indirect costs as well. For example, teachers with technical expertise often get 

burdened with informal technical support responsibilities that conflict with their 

primary teaching duties.  The total cost of technical support reflect how schools: 

 Manage the ICT inventory. 

 Follow  industry  trends  in  hardware,  software,  and  networking  that  affect  

the reliability of service. 

 Track tools to support technology. 

 Schedule repairs /work. 
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 Resolve “how to” questions. 

 Prevent the recurrence of common problems and inquiries. 

 Hire, train, and retain skilled technical support staff. 

 Ensure that support concerns factor into purchasing decisions. 

TECHNOLOGY INTEGRATION 

The processes involved in integrating technology into school curriculum include: 

 Determine the technological proficiency of staff. 

 Organize professional development. 

 Provide basic computer training. 

 Provide training on how to incorporate technology into the classroom. 

 Develop a way to assess student use of technology. 

 Research ways to use the technology (for example, teachers searching the web 

and conversing with colleagues) 

 Hire substitute teachers during staff training days. 

 Evaluate professional development. 
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BREAKDOWN OF COSTS FOR SCHOOL ICT 

The tables below illustrate the cost categories and items that need to be funded in a 

school that embraces the use of educational technologies, be it in the classroom or in 

an online environment. 

Table 1. Breakdown of capital costs in calculating TCO for educational technology. 

Cost categories Costs 

Hardware CPU’s 

Monitors Printers  

Headsets  

Screens 

Projection equipment  

Servers 

Routers Hubs 

Software Administrative applications 

Licensing fees 

Educational programs  

File and network security  

Virus protection 
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Cost categories Costs 

Facilities Wiring 

Classroom modifications: 

 air conditioning 

 chalkboard removal 

 carpeting, shade 

  positive pressure rooms  

Security 

 room and building 

  cables and locks for hardware  

Furniture and ergonomic considerations 

Installation Design specifications  

Contract oversight  

Technical staff 

 
Table  2.  Breakdown of administrative and operating costs in calculating TCO for 

educational technology. 

Cost categories Costs 

Technology Planning Technical expertise  

Surveys  

Administrative time  
Upgrade and replacement Memory 

CPUs, Motherboards, Video and Sound Cards  

Software 

Operating system 

Monitors 

Printers 

Headsets 

Internal support Technical staff  

Replacement parts  

Consumable supplies: paper, printer cartridges 
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Cost categories Costs 

Support contracts Fees / payments 

Facilities Air conditioning  

Electricity 

Network cabling 

Telecommunications charges  

Discard charges 

 
Table 3. Breakdown of end user operation costs in calculating TCO for educational 

technology. 

Cost category Costs 

Staff Development Substitute teachers  

Teacher training  

Peer Support 

Teaching costs Curriculum development 

User Downtime Technical problems  

Learning new applications 

 

REFLECTION 
Consider your current budget for ICT.  Is it sufficient?  If not what other ways can you 

procure additional funds?  Create a list of current hardware and software available in 

your organization.  Record your response in your personal journal. 
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SUMMARY 

The most difficult part of managing ICT is estimating cost and procuring the funds to 

pay for your school’s ICT services and support.  When planning your ICT needs you 

must consider all phases of ICT deployment, including planning, purchasing, 

integration and maintenance.  In addition you need to consider the soft side of ICT 

which includes teacher professional development, expendables, student support and 

administrative processes that rely on ICT to assist in managing the school 

environment. 
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TOPIC 4.2 - BEST PRACTICES FOR MANAGING SCHOOL TECHNOLOGY 

INTRODUCTION 
In this topic, we list the "best practices" for each phase of the life cycle of 

owning technology: planning, funding/budgeting, purchasing, supporting, and 

upgrading/replacing/discarding. This topic addresses the needs of educators: 

administrators, teachers, and school technology managers.  The aim is to provide 

insight for people in the trenches who are directly responsible for the 

"technological revolution" in K-12 education and higher education. 

OBJECTIVES 

Upon completion of this topic you should be able to: 

1. Describe the lifecycle of ICT systems. 

2. Examine best practices in the planning and management of ICT. 

3. Explore what you should be included in an ICT plan and policy. 

PLANNING FOR TECHNOLOGY 
Develop a technology plan: Implementing a technology program can be an 

overwhelming task.  By developing a technology plan, a school identifies future 

challenges and devises strategies to overcome them.  A comprehensive technology 

plan includes: 

 School "technology vision" or mission statement. 

 Description of the computer knowledge and skills taught to all students. 

 Description of how the school ensures technology access for all disabled 

students. 

 Explanation of how the school integrates technology into curriculum, 

instruction, and assessment. 

 Description of the technology infrastructure on school campus, including 

existing hardware/software and wiring specifications. 

 Plans for professional development. 

 Assurance that the electronic equipment is compatible with state-level 

standards. 

 A budget account for technology that incorporates the total cost of 

ownership. 
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 Plans for ongoing support and maintenance (i.e., service level agreements). 

 Plans to assess the effectiveness of the program, including student 

achievement and professional development. 

Obtain support from school community: Creating a technology plan requires a 

commitment from an entire school community: administrators, teachers, students, 

parents, and city leaders.  It also demands a large portion of time.  Ultimately, a 

technology plan will emerge that represents the various actors of a school community 

in the form of a coherent and unified technology vision. 

Support reluctant educators: Realize that some teachers/faculty members will be 

sceptical of using technology in the classroom. Rather than ostracize them, listen to 

their concerns. Show teachers how technology can supplement a variety of teaching 

philosophies, and provide training that is appropriate to the experience level of the 

user. 

Appoint a Project Manager: Select a person to serve as the technology project 

manager and coordinate planning efforts.  Making a person accountable to oversee 

the technology project will keep it on track.  In addition to having a general 

understanding of educational technology, this person must relate well with the school 

community, acknowledge the educational objectives of the school, and be familiar 

with California's technology standards. 

Survey school community: Conduct a survey to gauge (and build) interest and support 

of school community. 

Assess proficiency of teachers/faculty members: Assess the current level of proficiency 

among teachers.  Computers should be placed in classrooms only after a teacher 

demonstrates a level of expertise, including the ability and desire to integrate 

technology into the school's curriculum. 

Observe other schools: Travel to another school that has implemented a technology 

plan and observe its technology program in action. Much can be learned from a first-

hand glance at an existing and successful technology program. Talk to educators who 

have already gone through the "planning" process. 

Ensure compatibility: Check that the school's technology plans are compatible with 

district-wide plans. 

Develop long-term goals: Develop long-term technology goals and revisit them on a 

regular basis.  The rapid pace of change in educational technology can make a 

technology plan obsolete in a short period of time. 
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Do not forget about the details: Determine electrical requirements during the 

"planning" phase, not when computers are ready to be installed.  Use professionals to 

obtain the requirements for cabling and other electrical concerns. 

FUNDING AND BUDGETING FOR TECHNOLOGY 

Track government funding: All three branches of government: federal, state, and local 

usually provide funding for educational technology, primarily through the distribution 

of grants or local bonds.  Schools that monitor these technology grants have an 

advantage when it comes to funding.  You should also submit grant proposals to 

international agencies that support education and the use of educational technology. 

Track non-profit and private sector funding: Many non-profit organizations and 

private sector companies provide substantial grants targeted directly for educational 

technology programs.  Schools can solicit funds, technical expertise, and equipment. 

Create a school web site: Create a school web site that describes the school's 

technology program, including a link that acknowledges donors. 

Explore partnerships: Search for an organization that could use the computer facilities 

after school hours.  These organizations could pay the school to use its computers 

after school hours.  Schools can also develop partnerships with local agencies and 

combine assets.  For example, schools could open their computer resource center to 

the public and receive financial assistance from the local municipality. 

Formulate an itemized technology budget: Itemize technology expenditures in the 

school budget, and develop ways to track costs.  These line items should account for 

TCO of the technology program. 

TECHNOLOGY PURCHASES 
Collaborate with the school district, if one exists in your jurisdiction: Schools that have 

a good working relationship with their school district (or ministry) may have an 

incentive to let the district/ministry purchase technology items.  Most school 

districts/ministries that purchase technology have a "professional technology team" 

that reviews a school's shopping list before placing the order.  Although some schools 

may feel threatened by this monitoring role, it also serves as a helpful (and free) 

consulting service.  Advantages of having another agency purchase technology 

include: 1) buy in bulk, and reduce costs; 2) track schools' technology inventory; 3) 

provide assistance.   

Write Request for Proposals (RFP): Write a detailed RFP for major installations or 

services that pass the inspection of technical experts.  For network design and 
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Installation, a network engineer should review the specifications before the bidding 

process begins. 

Compare support services: Before purchasing, factor in support guarantees and 

services rather than being sold on performance alone. 

Consider recycled computers: Shop for recycled computers, but check that they meet 

the objectives of the technology project, not just the budget requirements. 

Consider leasing: Consider leasing a computer facility.  The actual owners are 

responsible for maintenance and upkeep. 

Bargain rates: Purchase technology through educational consortia that provide 

discounts for either "bulk" or "educational" purchases. 

SUPPORT FOR TECHNOLOGY 

Create Student Technology Support Team: Students are often better equipped to use 

technology than teachers.  Schools accepting this fact can bolster their technology 

programs by giving students credit (equivalent to teaching assistants) to serve the 

technology needs of the school.  This team of students assists the computer 

technology manager in professional development, support, upgrades, presentations, 

and other uses of technology. 

Standardize:  When appropriate, standardize software and hardware throughout the 

school. 

Manage remotely: Establish a remote management system.  In a networked 

environment, the administrator can load software and keep track of assets and 

applications remotely. 

Identify and address recurring problems: Identify recurring problems and fix the root 

cause.  Some businesses identify personnel who seem to always require technical 

support and address the problem by providing them with training. 

Communicate: Develop a communication system with users to inform them of 

upgrade schedules, common problems, and tips.  Establish a user-friendly protocol for 

reporting technical problems.  Make sure that a clear hierarchy for correcting 

problems exists. 

Create Service Level Agreements (SLAs): These are quasi-contracts between users and 

suppliers of technical support. They set expectations regarding response time, 

procedures, and the types of problems supported. 

TECHNOLOGY INTEGRATION 
Lead by example: Administrators should use technology and expect teachers to do the 

same. 
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Provide incentives: Provide incentives for teachers/faculty to be adopters of 

technology. 

Be creative: Establish pilot programs that integrate technology into the school's 

curriculum.  Teachers/faculty should be encouraged to experiment with technology in 

the classroom and online. 

Collaborate:  Set aside time in the school week for teacher/faculty collaboration on 

technology use. 

Formalize training:  Set up a technology training program with different levels of 

proficiency. Track and provide feedback on individuals' progress.  Designate a training 

coordinator. 

UPGRADE, REPLACE, DISCARD 

Budget for upgrades: Technology is rapidly changing, budget for upgrades. 

Compare discard versus replacement: Track support costs to see when discard and 

replacement will be cheaper than providing maintenance for older technology. 

Agree to a replacement rate: Schools should identify a replacement rate that gives the 

school enough "top-of-the-line" computers, while preserving some older computers 

for basic computer skills. 

SUMMARY 

The life cycle of your ICT requires constant monitoring.  Different technologies must be 

updated or replaced on different cycles.  Software may need to be upgraded regularly.  

Hardware may require replacement every three to five years.  Educational leaders 

need to monitor their institutions ICT life cycle.  They need to produce an ICT plan and 

visit their plan regularly.  They need to embrace the best practices reflected in this 

topic. 
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UNIT FOUR – SUMMARY 

ASSIGNMENTS AND ACTIVITIES 

Upon completion of this unit you will be required to produce an ICT plan for your own 

educational environment (be it school, university, college or other institution).  Your 

technology plan should include: 

 School "technology vision" or mission statement. 

 Description of the computer knowledge and skills taught to all students. 

 Description of how the school ensures technology access for all disabled 

students. 

 Explanation of how the school integrates technology into curriculum, 

instruction, and assessment. 

 Description of the technology infrastructure on school campus, including 

existing hardware/software and wiring specifications. 

 Plans for professional development. 

 Assurance that the electronic equipment is compatible with state-level 

standards. 

 What technologies are needed to enhance existing infrastructure. 

 A budget account for technology that incorporates the total cost of 

ownership. 

 Plans for ongoing support and maintenance (i.e., service level agreements). 

 Plans to assess the effectiveness of the program, including student 

achievement and professional development. 

Once you have completed your technology plan you should forward it to your 

instructor for review and feedback. 

SUMMARY 

This final unit addressed the complex environment of ICT and its management.  As the 

world becomes more interconnected, educational systems will need to embrace and 

properly employ ICT to enhance student learning and provide a more enriched and 

efficient  
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FINAL ASSIGNMENT/MAJOR PROJECT 

In this course there will be no final assessment or major project required.  Unit level 

assignments have been included throughout the course to allow participants to 

demonstrate mastery of the knowledge and skills presented in the course.   

Instructors may choose to modify the unit level assignments or even add a major 

project that learners must complete to support their version of the course.  Course 

journals should be provided to the instructor at the end of the course. 

Assignments and journal grading will be established by the instructor and 

communicated to all participants at the beginning of the course. 
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COURSE SUMMARY 

LESSONS LEARNED 

This course was designed to help educational leaders understand the process of 

planning, implementation and management of various systems and policies that 

impact their educational environment.  They must understand the relationship of 

different educational systems and sub systems and the different variables (internal 

and external) that impact on them.   

The course should only be considered a brief introduction to the planning and 

managing process.  Educational leaders must enhance their competencies in all 

aspects of leadership and management as they become more experienced and take on 

more responsibilities.   

COURSE EVALUATION 

Your institution will provide you with a course evaluation sheet for this course.  Please 

complete it and return it to your institution based on the instructions included on the 

evaluation sheet. 

  

 


