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Overall objectives
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1. Understand why school leadership matters now more than 
ever for education improvement

2. Identify current situation and practices in school leadership

3. Recognise policy approaches to promote school leadership
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1
Why school leadership 
matters for education 
improvement



School leadership matters: Why
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School enrolments and completion increased from 2015 to 2023
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School leadership development matters: Why
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Education expenditure decreased from 
2015 to 2023

Source: GEM Report 2024/25: Leadership in education | Global Education Monitoring Report 
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The external context facing education systems and schools: Technology, health, diversity, 
ŜƴǾƛǊƻƴƳŜƴǘΣ ƛƴŜǉǳŀƭƛǘȅΧΦ

Source: GEM Report 2024/25: Leadership in education | Global 

Education Monitoring Report 
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Source: World Education Reform Database, Bromley, P., Kijima, R., Overbey, L., Furuta, J., 
Choi, M., Santos, H., Song, J., Nachtigal, T. & M. Yang. 2024. World Education Reform 

Database,.https://werd.stanford.edu/
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Closing the gap matters to bridge the gap between policy and practice!

Source: Generated with artificial intelligence.
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School leadership matters: why
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Ṋ Improve learning for all students

Ṋ Work with students, teachers, parents 

and community

Ṋ Manage finances

Ṋ Manage HR

Ṋ Use data

High expectations for school leaders

System

Local 

Schools

Class

x Sense making and 
implement policies in 
practice

Work with the community

Develop the conditions for 
teachers to teach and 
students to learn well

After teachers, school leadership most important in school improvement

The evidence
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2
The reality of school 
leadership



Are school leaders 
ready to face this?
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School leadership: the reality

Source: GEM StatLink: https://bit.ly/GEM2024_fig3_7
Source: PEER country profiles.
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Ṋ Are these training 
programmes effective?

Ṋ Do they tackle the key 
knowledge and skills 
needed for practice?

Ṋ Are they updated to take 
into account the 
increasingly complex and 
uncertain challenges facing 
schools? 

Are school leaders well prepared to exercise the position? 

School leaders have a teacher 
background
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School leadership: the reality

Source: GEM StatLink: https://bit.ly/GEM2024_fig3_5; Source: OECD (2019).:

% of principals who report that their school has a school management team and individuals who are represented in it, selected 
middle- and high-income countries, 2018

School leadership is a collective endeavour
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School leadership: the reality

The role of school leaders has changed dramatically

ωManaging human and financial resources
ωIntroducing reforms 
ωLiaising with parents, community and others

School autonomy

ωA culture of evaluation and results
ωStrategic planning, assessment, monitoring
ωUse of data for improvement

Accountability for 
outcomes

ωNew approaches to teaching and learning
ωSupporting collaborative teaching practices
ωRaising achievement and dealing with diversity 

Learning-centred 
leadership



ωtopics related to core education curriculum and 
teaching remain stable and highly prevalent over 
time

Core of education

ωReforms on equity access and inclusion in 
education continue to grow 

Towards access and inclusion

ωFrom traditional management and organisation 
reforms towards data and information systems

Shifts in policy approaches

Source: B. (2020), Literature review on school leadership reforms, EJE  Comparative 

Perspective, EJE, DOI: 10.1111/ejed.12398  

ωPart of other reforms centered around curriculum, 
accountability or autonomy

Not a policy priority

ωFocused on training programs limited in time
ωAdvances in standards and selection
ωNot coherent

School leadership policies

ωBetween agents of other reforms and key players in 
education improvement.

Tension of role

Source: Bromley, Nachtigal, & Kijima (2024) Data as the new panacea: trends in global 
education reforms,1970ς2018 

Global education reforms, 1970-2018 School leadership policies, 1990-2015

School leadership challenge: 
high expectations ς low investment
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2

Workbook Module 1. p. 23

Identify your countryôs main bottlenecks for strong school leadership: 

ÇWeak selection processes 

ÇTraining not focused on learning outcomes 

ÇLimited data use and feedback loops 

ÇRestricted autonomy or support for school leaders 

ÇFragmented roles across central and local levels 

ÇOthers

Share : What recent initiatives or reforms in your country have sought to 

strengthen school leadership or school management? (1 or 2 examples)
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3
Policy approaches to 
promote school leadership



School leadership: the policy reality

Towards professionalising school leadership?
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Less than ½ 
have

leadership 
training before 

starting

Teacher 
background

Selection and 
recruitment?

Competitive 
selection 

processes based 
on selection 

criteria

Induction/ 
mentoring/ 

CoPs

Continuous 
professional 

development?

Limited but 
effective

Practice based
Prioritised as 

a policy 
approach

Incentives 
appraisals and 

career 
development?

GEM report 
shows 

variable 
practices 

Define roles and responsibilities
set in professional standards



School leadership: define roles and responsibilities
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SET EXPECTATIONS

ωDevelop, communicate and 
explain a shared vision, 
mission and goals

ωHold high performance 
expectations, for staff and 
students

ωProvide motivation and 
represent the community

ωStay current and use data for 
decision making

FOCUS ON LEARNING

ωFocus on instructional 
development, pedagogical 
supervision

ωProvide instructional resources 
and align them to goals

ωPlan, coordinate and evaluate 
the curriculum

ωProtect staff from work 
distractions

ωMonitor student progress

FOSTER COLLABORATION

ωDevelop a school culture and 
positive climate

ωMaintain a safe, healthy school 
environment

ωRaise resources strategically, 
build networks & manage risk

ωNurture collaboration, 
especially between teachers, 
and enable action

ωBuild relations and consult 
with families and community

DEVELOP PEOPLE

ωKeep track of teacher 
professional development 
needs

ωProvide professional support & 
mentoring opportunities 4 
teachers

ωEvaluate teachers & reward 
good performance

ωProvide intellectual 
stimulation

ωEstablish trusting relationships 
and manage conflict

ωBe accessible

Source: GEM Report 2024/25: Leadership in education | Global Education Monitoring Report. Table 1.2 from Leithwood (2012 and 2020).  

https://www.unesco.org/gem-report/en/leadership


School leadership: Define roles and responsibilities
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Moderate the external context
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School leadership: Initial and continuous training and 
development policies
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Set expectations Focus on learning

Foster collaboration Develop people

GEM StatLink: https://bit.ly/GEM2024_fig3_8
Source: GEM Report team analysis based on the PEER country profiles. Analysis is based 
on information from 132 programmes in 92 countries.
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Invest in training that develops core school leadership 
skills to:
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School leadership: develop the profession through training, 
induction, mentoring and CoPs

GEM StatLink: https://bit.ly/GEM2024_fig3_8
Source: GEM Report team analysis based on the PEER country profiles. Analysis is based 
on information from 132 programmes in 92 countries.

Percentage of school principal preparation and training programmes, 
by area of focus, selected countries, 2024

Ṋ Are these training programmes effective?

Ṋ Do they tackle the key knowledge and skills 
needed for leadership practice?

Ṋ Are they updated to take into account the 
increasingly complex and uncertain 
challenges facing schools? 
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X Plan for leadership succession

Professionalise recruitment

Provide adequate remuneration: salaries to reflect the high level 
of responsibility

Evaluate and support practice

Provide opportunities for career development 

School leadership: strengthen career attractiveness

Make school 
leadership                           
a more 
attractive 
profession



SCHOOL 

Reflect on distributed leadership: recognize a shared practice
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Classroom 
practice

Teacher leaders

Parents

Local 
authorities

Teachers

School boards

Students
Evaluation 
institutions

Regional 
authorities

Dev partners

Media NGOs

M of 
Education

SCHOOL LEADERSHIP



School leadership development:  
coherent policy approaches

Towards professionalising school leadership
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University
Certification

Short courses to 
introduce key 

leadership 
dimensions

Initial 
leadership 
training

Selection and 
recruitment

Consider 
leadership skills 
in professional 
recruitment

Induction
Continuous 
professional 
development

Mentoring, 
coaching and 
networks of 
practitioners

With peers, 
related to 

actual 
practices

Incentives 
appraisals and 

career 
development

Consider the 
development of 

school 
leadership 

professionals 

Define roles and responsibilities
Professional standards



Key takeaways
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1. School leadership is vital for education system improvement

2. Current policy approaches are moving in right direction to develop school leadership, 
but are piece meal and need to consider content and context

3. There are coherent policy approaches to develop and invest in a school leadership 
profession to enhance student learning



Questions for Tamara Phillips from Global School Leaders
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1. Which specific school leadership practices make a difference on 
foundational learning

2. what stops school leaders from implementing those practices: what 
is their reality ? 

3. What would be some reforms that would help you do your job 
better? 
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Key dimensions of effective school leadership for foundational learning

Tamara Philip
Director of Programs, 

Global School Leaders 



School leader practices, 
realities, and needs



What can school leaders do to improve 
foundational learning?

Set goals for student learning, and bring teachers with them

Provide teachers with actionable feedback on their teaching

Meet teachers to discuss and respond to student assessments and student work

Protect teacher time

Engage families



Group reflection: What 
practices drive learning?

Tick the 3-4 school leader practices that could most directly 

strengthen foundational learning in your context (add one of your 

own, if you like!)

Be ready to share one school leader practice you want to prioritise.



What stops school leaders from 
implementing those practices?

They are not given clear role expectations

They are not included in reforms

They have too many things to do

They have not been trained to support teachers 

The role is isolating



What reforms would help school leaders 
improve foundational learning?

Initial training

Continuous professional development

Opportunities to learn from other school leaders

Moving to models of shared leadership



Selected relevant sources
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For self assessment: 
Improving School 
Leadership (EN)

https://www.oecd.org/content/dam/oecd/en/publications/reports/2010/02/improving-school-leadership_g1ghc647/9789264083509-en.pdf
https://www.oecd.org/content/dam/oecd/en/publications/reports/2010/02/improving-school-leadership_g1ghc647/9789264083509-en.pdf
https://www.oecd.org/content/dam/oecd/en/publications/reports/2010/02/improving-school-leadership_g1ghc647/9789264083509-en.pdf
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Supporting countries to 
achieve SDG 4

LL9tΩǎ Ƴƛǎǎƛƻƴ ŦƻǊ сл ȅŜŀǊǎΥ 

To strengthen the capacity of UNESCO 

Member States to plan and manage their 

education systems.

Our task today is to reflect on the future of 

educational planning and its role in 

transforming education.

A UNIQUE MANDATE

A quick glance at IIEP UNESCO
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OUR OFFER

An integrated approach to capacity development

Our capacity development offer blends training and technical cooperation, which is continuously enriched with evidence, foresight, and 

knowledge generated and curated by IIEP.

Customized approaches for 
learning, equity, and 
resilience

Support to strengthen 
administrative capacity 

Support to design and 
implement sector analyses 
and plans 

Core programmes in 
planning and management 

Specialized short-term 
courses

Tailor-made courses 

Research feeds into our 
training and technical 
cooperation work 

Tools, methodologies, and 
research are global public 
goods

Events and dynamic 
communities of practice 

Training Technical Cooperation
Knowledge generation and 

mobilization



An evolving course catalogue

06/11/2025 IIEP-UNESCO 41

IIEP Global Campus

{ƴŀǇǎƘƻǘ ƻŦ LL9tΩǎ Dƭƻōŀƭ /ŀƳǇǳǎ

https://www.iiep.unesco.org/en/library-resources/thematic-websites
https://www.iiep.unesco.org/en/Global-Campus


IIEP Competency Framework for Educational Planning and management 

Source: IIEP 2024, IIEP competency framework for educational planning and management



Specialised Diploma of Education 
Sector Planning 

Foundational Diploma + 3 
specialized courses
Min. 750h | 30 IIEP credits 

Foundations Diploma of 
Education Sector Planning

Min. 450h | 18 IIEP credits  

Tailor-
made 

training

Project-
embedde

d training

1 IIEP Credit = 25 hours of learning = 1 ECTS
1 Course = 100 hours of learning = 4 IIEP Credits

DAKAR: 

TVET

BA: 

RTP

PARIS:
FESP

2. New Global Campus: Curriculum and microcredentials

Leadership 
seminar: 

Implementati
on

Data to 
monitor 
SDG 4

Gender-
responsive 
educational 

planning

ECD

Digital 
Policies in 
education

MEL EMIS

Criteria for MC

1. ILOs
2. Assessments
3. N. of learning hours
4. Quality assurance 
5. EQF Level 7



The IIEP Education Leadership Seminar: learn to be a change agent



How to work with us?

THE WAY FORWARD

At a country level

Through Ministry of Education 

demand

At a regional level

Through direct project funding 

for IIEP 

At a global level

Through direct project funding or 

core funding for IIEP 
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Thank you for your 
attention!
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Moderator: Jeongmin Lee
Education Specialist

World Bank
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Developing Effective School Leadership: Perspectives from Reform in 
Action

Esnart Chapomaba
Deputy Director for 

BasicEducation
Malawi 

Leon Mugenzi
Head of Teacher Development 

and Management, 
Rwanda

Tamara Philip
Director of Programs, 
Global School Leaders 

Andre Deloh
Director of Program Monitoring 

and Oversight
9ŸƣĲШ?ќfƻŸŔƖĲШ

Moderator : James 
Gresham

Senior Education Specialist 
World Bank 



LESSONS  FROM THE 
SCHOOL LEADERSHIP PROGRAMME IN MALAWI

Presented By

 

Esnart  Chapomba, Ministry of Education, Science and Technology, Malawi

on

7th November, 2025

At

Leaders for Progress in Foundational Learning Conference,

Addis Ababa, Ethiopia
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PRESENTATION OUTLINE
1. Background

нΦ ¢ƘŜ άǿƘȅέ ŀƴŘ άǿƘŀǘέ ǊŜŦƻǊƳ

3. Design and implementation

4. Implementation challenges

5. Solutions to the challenges

6. Early results and learning

7. Looking ahead

11/19/2025 51



Background
Å In alignment with the Malawi 2063 Visionτanchored on the pillars of Human Capital 

Development and a vibrant, inclusive society, the government of Malawi has been 
implementing School Leadership Programme (SLP).

ÅThe development objective was to improve learning environment for learners in all 
classes in all government primary schools in the country.

ÅThe SLP was implemented with support from experts from the School of Education of the 
University of Malawi (SEUM) and curriculum developers from the Malawi Institute of 
Education (MIE)

ÅThe SLP targeted 10,200 school leaders (Headteachers (HTs), Deputy Headteachers 
(DHTs), Female Section Heads (FSHs), Primary Education Advisers (PEAs) and School 
Inspectors (SIs) in all 34 education districts in Malawi
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Å Malawi is beset by a learning poverty and is struggling to assist 
children to learn and set them up for later success in life

Å Less than 20% of children in Malawi have foundational literacy 
skills and less than 15% have foundational numeracy skills

Å 76% of the children are not ready for school, and  81% are in 
school but not learning

Å Further, more than a third of learners are repeating classes in the 
first year of primary school
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¢ƘŜ άǿƘȅέ ŀƴŘ ǿƘŀǘ ǊŜŦƻǊƳ



¢ƘŜ άǿƘȅέ ŀƴŘ ǿƘŀǘ ǊŜŦƻǊƳ

ÅThis situation is worse in schools that have extremely large class sizes  and 
those in rural settings that have insufficient teachers 

ÅLƴ ǎǳƳƳŀǊȅΣ aŀƭŀǿƛΩǎ ǇǳōƭƛŎ ǇǊƛƳŀǊȅ ǎŎƘƻƻƭǎ ŦŀŎŜ ŀ ƳȅǊƛŀŘ ƻŦ ŎƘŀƭƭŜƴƎŜǎ 
that are exacerbated by weak leadership and management structures that 
hinder the overall performance of the education system.

ÅTherefore, the Ministry introduced the School Leadership Program to 
address these gaps.
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¢ƘŜ άǿƘȅέ ŀƴŘ ǿƘŀǘ ǊŜŦƻǊƳ

ÅThe program aimed to:

ÅImprove school governance and subsequent enhancement of 
learning outcomes for learners through better goal-setting, 
resource management and creation of a more positive learning 
environment

ÅBuild more confident and effective leaders who can improve 
teacher motivation, implement effective policies like inclusivity, 
and better prepare learners for future success
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Å The Ministry championed the reform by leading the development of 
training modules and rollout of the School Leadership Programme (SLP)

Å The Following four modules were developed and covered:
Module 1: Building Inclusive Cultures in Schools

Unit 1: creating a gender-responsive culture in schools
Unit 2: catering for diverse needs of all learners
Unit 3: schools as violence free zones

56

Design and implementation



Design and implementation

Module 2: Improving Teacher Motivation and Rewarding 
Performance

 Unit 1: Improving teacher motivation

 Unit 2: Recognizing and rewarding performance of 
     teachers

 Unit 3: Strengthening school-based supervision

 Unit 4: School-based teacher appraisal system

 Unit 5: Teacher discipline
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Design and implementation

Module 3: Creation, Management and Use of School Records

 Unit 1: Aspects of school records

 UNIT 2: Creation and use of school academic and administrative 
    records

 Unit 3: School financial resources and records management 

 Unit 4: School records management
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Design and implementation

Module 4: Mobilizing School Resources for efficiency and 
equity

 Unit 1: Managing resources in schools

 Unit 2: Strategic planning and goal setting in schools

 Unit 3: School partnerships in resource management and 
             mitigating the effects of climate change 

 Unit 4: Assessment test
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Design and implementation

ÅStrategic Collaboration was introduced to allow for a coordinated 
leadership development initiative ǘƘǊƻǳƎƘ aƛƴƛǎǘǊȅ ƪŜȅ 5ƛǊŜŎǘƻǊŀǘŜǎΩ 
partnership with SEUM and MIE, ensuring national alignment and 
policy support for school leadership reform.

ÅNational Facilitators who were recruited from Teacher Training 
Colleges, the University of Malawi, Education Divisions, MIE and 
Secondary Schools were trained by the Consortium to train HTs, 
DHTs, SHs, PEAs, and SIs
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Å The Consortium advertised for positions of trainers through an open 

advertisement. Shortlisted candidates were interviewed and those who 

met the set criteria were successful

Å Successful candidates were trained to be facilitators of the SLP by the 

Consortium 

Å These facilitators also known as National Trainers moved to train 

trainers in all the 34 education districts in the country who in turn 

trained the school leaders11/19/2025 61

5ŜǎƛƎƴ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ŎƻƴǘΩŘ



5ŜǎƛƎƴ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ŎƻƴǘΩŘ

Å These school leaders underwent a 10-day structured leadership 
training. Due to large numbers, they were categorized into batches 
(17 batches)

Å After receiving training, school leaders were provided with follow-
up support in their respective schools.

Å The Consortium developed standardized training programs using 
evidence-based content from similar previous programmes
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5ŜǎƛƎƴ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ /ƻƴǘΩŘ

ÅTargeted Beneficiaries - a clear leadership 

structure was defined that identified key roles 

of (HTs, DHTs, SHs, PEAs, SIs) for capacity 

building, reinforcing role-based accountability 

and professional development pathways.

ÅHTs, DHs, and SHs are accountable for 

performing school headship duties while PEAs 

and SIs are accountable for performing quality 

assurance duties

ÅTraining and monitoring tools were piloted 

and validated, laying the groundwork for 

performance benchmarks and leadership 

standards.
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5ŜǎƛƎƴ ŀƴŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ /ƻƴǘΩŘ

Implementation & Follow-Up

ÅMain training  had 17 batches 
targeting 10,352 (4,056 females and 
6,296 males) school leaders out of 
the initially targeted 10,200 

Å Instituted follow-up school visits, 
creating a mechanism for ongoing 
accountability, support, and 
monitoring of leadership practices.

ÅThis was followed by a refresher 
training.
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Implementation challenges

ÅNon-reporting due to illnesses, retirement, deaths, late communication 
by education districts, attendance to further studies which had an effect 
on our targeted numbers.

ÅConstant transfers of headteachers which affected implementation in 
their schools

ÅEmerging or newly appointed school leaders are not trained
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Solutions to the mentioned challenges

ÅThose who failed to attend due to  illnesses, late communication by education districts 
and other related reasons  were trained in other batches.

ÅThe Education District officers were advised not to post  away the trained school 
leaders.
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Early results and learning
Å Overall Performance: School performance was measured on a 1 to 5scale (1=very poor, 2= poor, 

3=average, 4=very good and 5=excellent). Schools showed a generally positive performance across 
themes, with scores ranging from average (3) to very good (4). No themes were rated excellent or poor, 
indicating consistent competence.

Å Gender Balance in Leadership: Schools demonstrated strong commitment to gender equity, with 
balanced leadership roles between male and female staff. This theme received one of the highest ratings.

Å Financial Management: Schools maintained accurate and up-to-date financial records, reflecting strong 
financial governance and effective training in financial oversight.

Å School Improvement Plans (SIPs): Most schools actively developed and implemented SIPs, showing 
dedication to continuous development and strategic planning.
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Early results and learning
Å Assessments and Monitoring: Regular learner assessments were well-integrated, helping 

schools track progress and improve instructional strategies.

Å Climate Change Mitigation: Schools adopted environmental initiatives like tree planting and 
waste management, and incorporated climate education into the curriculum.

Å Equitable Teacher Allocation: Schools made efforts to distribute teachers fairly across grades 
and subjects, promoting equal access to quality education.

Å Consortium Performance: The Ministry did not have any challenges working with the 
Consortium as both SEUM and MIE had experience working on similar projects together. 
Proximity of the partners in Zomba allowed for their advance preparation and smooth 
coordination. The Consortium owned the programme as their own through the processes they 
went through
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Looking ahead

ÅGovernment will ensure that untrained school leaders are trained in 
subsequent years

ÅIŀǾƛƴƎ ǘƘŜ ǎŎƘƻƻƭ ƭŜŀŘŜǊǎƘƛǇ ǘǊŀƛƴƛƴƎǎ ŀƴŘ ƳƻŘǳƭŜǎ ƻƴ ǘƘŜ aƛƴƛǎǘǊȅΩǎ 
e-CPD platform will allow continuous refresher trainings for those 
that were trained

ÅThe Ministry will ensure infusion of school leadership aspects in all 
CPD activities
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F

Ç After 1994: School leadership gap

Ç Key focus: Reconstructing education system/reopening schools

Ç Late 1990s: Graduates from Kigali Institute of Education (KIE) deployed

Ç Leadership mostly administrative (managing infrastructure, enrollment, 
teacher availability)

Ç Limited training/professional development

1994ɀ2000: Rebuilding after the Genocide against the Tutsi
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Ç 2003: Universal Primary Education increased access

Ç School leaders focused on managing large enrollments with limited 
instructional leadership skills

Ç Education Sector Strategic Plans began to include school leadership 
as component of quality

Ç Parent Teacher Associations formed (limited powers over School 
Leaders)

2000ɀ2010: Expanding Access and Initial Reforms
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Ç 2011: Creation of School Leadership and Management Unit in Rwanda 

Education Board

Ç Introduction of School-Based CPDs for school leaders

Ç  Performance Contracts (Imihigo) for head teachers created

Ç  School Improvement Plans mandatory for school leaders

Ç School leaders became more accountable for learning outcomes (not just 

administration)

2010ɀ2015: Shift Toward Quality and Accountability
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ÇPartnering with VVOB to strengthen school 

leadership

ÇResulted in national professional standards for 

effective school leadership, outlining skills, 

attitudes , and competencies  for successful school 

leaders

Ç  Standards promote consistency, accountability , 
and excellence  throughout the education system

ÇUsed in recruitment, assessment, and professional 
development of school leaders

Today: Strengthening school leadership in Rwan da

Photo: VVOB
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ÇDiploma Programme in 
Effective School Leadership  
designed to provide structured, 
competency-based training for 
School Leaders

ÇOver 2,400 headteachers and 
deputies  successfully graduated 
from programme

Today: Strengthening school leadership in Rwan da
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Ȱ0ÒÅÖÉÏÕÓÌÙȟ ) ÎÅÖÅÒ ÕÓÅÄ ÔÏ ÇÉÖÅ ÖÁÌÕÅ ÔÏ ÔÈÅ ÉÄÅÁÓ ÏÆ ÏÕÒ ÓÔÁËÅÈÏÌÄÅÒÓ 
and partners but today we have a shared vision as school leaders, 

teachers, parents and students and full ownership of the process. The 
training reminded me that our number one objective is to improve 

ÌÅÁÒÎÉÎÇ ÏÕÔÃÏÍÅÓ ÁÎÄ ÇÉÖÅ ÏÕÒ ÓÃÈÏÏÌ Á ÖÉÓÉÏÎȢȱ

   ̀       -Head Teacher

Today: Strengthening school leadership in Rwan da
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3

4

ÇSchool leadership license
Ç Introduction of Diploma course and Certificate in Effective School Leadership

ÇMinimum years of teaching
Ç6 Years (Head Teacher)
Ç3 years (Deputy Head Teacher)

Ç Knowledge, skills and commitment to:

1. Setting strategic direction of school

2. Leading learning

3. Leading teaching

4. Managing school as an organization

5. Working with parents and wider community

Today: Becoming a school leader in Rwanda

ð Johnson & Castagno (p. 

173)

Photo: VVOB
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ÇAll new school leaders receive induction 
training and refresher Itorero to impact 
required core values

ÇTo motivate experienced teachers to apply 
for school leadership positions,  teachers 
maintain category/grade after becoming a 
school leader

ÇMINEDUC may recruit a school leader 
outside of teaching career considering 
their experience in education

Today: Becoming a school leader in Rwanda

ð Johnson & Castagno (p. 

173)
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ÇComprehensive evaluation of school leaders conducted every 3 years to determine 

if they should continue leading

ÇComprehensive evaluation conducted for all school leaders who had served for at 

least 3 years; more than 800 will be demoted to teaching positions

ÇMINEDUC or district head may transfer a school leader in the interest of education

ñPolicies are lived, not just written.ò

Today: Evaluation and transfer of school leaders

ð Johnson & Castagno (p. 

173)
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Ç School leaders must participate in 

mandatory CPD: Effective School 

Leadership for School Leaders

Ç Introduction of Professional Learning 
Communities for School Leaders: Peer 
Learning and collaborative problem 
solving

ñPolicies are lived, not just written.òð Johnson & Castagno (p. 

173)

Today: Continuous professional development of school leaders

Photo: VVOB
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Thank you



Watch, Learn, Lead: 

Insights from a video -based course to 

strengthen FLN -focused instructional 

leadership



We co- created and tested a blended school 
leadership program in Sierra Leone



What if school leaders were involved, too?

Structured pedagogy programs have been 
shown to be highly effective for improving 
foundational learning



A guide to FLN-focused instructional 

leadership

Draws on evidence on FLN and effective 

teaching practices, and insights and 

good practices on lesson observation, 

feedback, and teacher collaboration

Reviewed by a number of experts from 

leading organisations



Training school leaders is important but 
challenging

It takes school leaders away from their 

schools

LǘΩǎ ŜȄǇŜƴǎƛǾŜ

LǘΩǎ ƘŀǊŘ ǘƻ ŦƛƴŘ ǘǊŀƛƴŜǊǎ ǿƘƻ ƪƴƻǿ ŜƴƻǳƎƘ 

about school leadership



An alternative:

A high quality video- based 
course focused on
- Understanding FLN
- Skills in lesson 

observation and 
feedback



The course has 16 modules and >2 hours of video



UKFIET clip

http://www.youtube.com/watch?v=vhqLqCdIcwQ


NYAF offered the course to headteachers in a blended 
learning model

5 Workshops

Tablets loaded with the 

program

Package of materials



What we wanted to find out

How does a blended-learning approach compare to a traditional 

workshop-driven approach in terms of uptake and effectiveness?

What is the impact of additional support from trained school 

leaders to trained teachers in improving FLN-focused program?



Research Design

Comparison Groups NGO 1 
(Workshop)

NGO 2 
(Blended)

Control: No 
intervention

25 schools 25 schools

Treatment 1: Teacher 
training only 
(through SLEIC)

25 schools 25 schools

Treatment 2: T1 + 
Lead FLN

25 
Workshop
schools

25 
Blended
schools

Baseline + endline activity

Student Literacy and 

Numeracy Assessment

Teacher survey

School Principal survey

Sample size (150 schools)

5846 grades 1-5 students

~8 students from each grade

40 students per school

296 teachers

~2 teachers in each schools 

150 principals



Blended program participants used more program 

resources than Workshop participants (observation tool, 

progress meeting templates)

Video module uptake is high (85% completed 

quizzes and average of 3 video views across 4 

modules)

Participants liked the videos for its clarity, 

engaging presentation, practicality, and format. 

They also liked that they could download them, go 

back to them, and use them in teacher meetings.

GATES FOUNDATION & GSL PARTNERSHIP

High uptake across both 
the programs, particularly 
in the Blended program

Very high uptake in both programs (100% attendance, 

content, and relevance)



More SLs provide time and structure for teachers to 

discuss and reflect on their teaching

More Blended program SLs say they often organize 

teacher training opportunities (and T2 teachers 

confirm this)

More Workshop program SLs say they often create 

opportunities among teachers to observe lessons 

and give feedback

More SLs help teachers to develop effective FLN teaching 

practices through lesson observation

More teachers use FLN assessment data more frequently 

for various purposes (setting goals and communicating 

progress with parents)

GATES FOUNDATION & GSL PARTNERSHIP

Trained SLs across both 
programs show significant 
improvement in 
supporting teachers



GATES FOUNDATION & GSL PARTNERSHIP

Student assessment

step 1: ƭŜǘǘŜǊǎ όу ƻŦ млύ Ҧ 

step 2: ǿƻǊŘ όс ƻŦ млύ Ҧ 

step 3: ǎŜƴǘŜƴŎŜǎ όо ƻŦ пύ Ҧ 

step 4: grade-н ǇŀǊŀƎǊŀǇƘ όр ƻŦ тύ Ҧ 

step 5: comprehension questions (2 of 3)

We carried out 1:1 progressive testing (ASER, PAL) for ~8 students in each grades 1-5

Literacy Numeracy
step 1: single-ŘƛƎƛǘ ƴǳƳōŜǊǎ όмл ƻŦ млύ Ҧ

step 2: double-ŘƛƎƛǘ ƴǳƳōŜǊǎ όмл ƻŦ млύ Ҧ

step 3: Pen & paper test 

add: with, without carry (1 of 2)

subtract: with, without borrow (1 of 2)

multiply: with, without carry (1 of 2)

divide: with, without remainder (1 of 2)

word problems: subtract, divide (1 of 2)



GATES FOUNDATION & GSL PARTNERSHIP

Blended group hints at 
higher- skill gains but 
need more sustained 
efforts

Modest progression from non-recognition to 

letter/single-digit number recognition in all groups.

Majority of the students remained at very early literacy 

and numeracy levels in all groups.

Blended group showed clearer pattern of better gains 

in higher-skills such as word recognition, double digit 

recognition, basic operations compared to other groups, 

including the Workshop group

Sustained student learning will require longer program 

exposure to translate school leadership improvements 

into broader foundational skill improvements.



Training school leaders in FLN 
practices can work.

More discussion about student learning 

and more school leaders observing and 

giving feedback on FLN lessons

Conclusions from this study

The blended approach with 
video modules worked very 
well.

Replaces in-person workshops, reducing 

ǎŎƘƻƻƭ ƭŜŀŘŜǊǎΩ ǘƛƳŜ ŀǿŀȅ ŦǊƻƳ ǎŎƘƻƻƭΦ 

Could be more cost effective if scaled up 

and implemented over longer period of 

time.

Potential for greater impact

Some positive signs - more around 

school leader practices and teachers 

practices as might be expected in a short 

program. 

Positive changes in student assessments 

are very encouraging given the 

timeframe



In both Sierra Leone and India, school leaders have 

embraced new lesson observation methods, which merits 

further exploration. Since lesson observations are time-

intensive, future research should focus on streamlining the 

process. 

Insights

School leaders have many demands on their time, and 

may have teaching responsibilities, so professional 

development needs to be delivered in concise 

modules, and structured to minimise time away from 

school.

School leaders need time to try new practices and 

reflect on them with peers, so professional 

development should be spread over time rather than 

concentrated in one-off workshops.

In our studies so far, we have not engaged with middle tier 

officials on FLN. Strategic engagement of the middle tier 

may strengthen the commitment of school leaders and 

teachers to FLN and provide school leaders with valuable 

support. 

1

2

3

4



Thank you!



School Leadership in Côte 
d'Ivoire
André Deloh

Director of Program Monitoring and Evaluation (DVSP) and MENA focal 

point, Minister of National Education and Literacy



2025 National Research Cycle

Kick-off meeting

Project overview, methodology, 
roles and responsibilities, etc.

MENA
Spotlight Team
National research team and lead 

consultant

Phase 1 

 Tailored research tools and updated PEER 
profile.

ǒStratified sample and school replacement 
strategy.

ǒSample of schools and community 
representatives.

ǒData quality assurance plan
ǒPermissions obtained for fieldwork
ǒFirst draft of the national report. 

Phase 2 

Phase 3 Phase 4 (Weeks 12-14) 

 Investigators trained
Cleaned database
First draft of field report received for 

comments
Transcripts of interviews and quotes. 

 Final field report
Data analysis tools and files
Identification of positive practices
Second draft of the national report
Stakeholder workshop

 Validation workshop
Final national report with appendices

Research firm/Consultant MENA & Focal Point Spotlight Team

- Foster dialogue processes, 
including joint sector reviews
- Inform evidence-based decision-
making
- Improve policy strategies for 
school leadership

2025



Recent best practices for improving academic 
learning

uAdoption of target and objectives and 

performance contracts(POC) across all school 

governance chains

uObjectives focused on improving academic 

results and student success. 

uStrong involvement of school councils (70%) 

and COGES (60%) in the development of POCs.

uPNAPAS project to improve student 

performance in reading, writing, and 

mathematics

COP objectives (School survey, May 2025)



The role of schoolleadership 

A key driver for change

Promoting a shared vision that 
brings teachers, parents, and 
communities together around 

student success



Qualifications of elementary school 
principals

10%

50%

40%

3%
3%

72%

20%

2%

0%

20%

40%

60%

80%

100%

Qualifications acadèmiquesQualifications professionnelles

Autre

DIS

CAP

CEAP

DIAS

Diplóme supèrieur au
baccalaurèat
Baccalaurèat

BEPC

In terms of initial training, recruitment criteria are 
generally met.

¤Academic qualifications:
Nine out of ten principals have at least a high 
school diploma.
However, a minority only have a BEPC (10%).

¤Professional qualifications:
7 out of 10 directors have a CAP (Capacityto teach
in Social  promotion schools) and 20% hold a CEAP 
(certificat elementaireŘΩŀǇǘƛǘǳŘŜ pédagogic/ 
elementarycertificateof Pedagogicalqualification), 
in accordance with requirements.

Results of the May 2025 school survey



School principal recruitment process (1)

u Rectangles: 

key players in the process 

u Parallelograms: key 
information or documents 
produced and transmitted 
during the process.



School principal recruitment process (2)

¤Lack of formal criteria ensuring fair selection based on experience or seniority.

¤No interviews to assess key competencies (education policy, management, ethics, 

inclusion).

¤Selection based solely on application, limiting the depth of the assessment.

¤Qualification in education sciences (EPT Act 1995, Art. 32) rarely applied, although it 

is an asset for candidates.



Average schedule of school principals

uMultiple responsibilities (administrative, educational, 
and socio-educational), with relatively little reward 
(allowances often paid late).

u 93% of principals still teach in addition to their 
management duties.

u Teaching duties take up an average of40% of principals' 
time, with a weekly workload of 33 hours (almost full-
time).

u The rest of their time is devoted to administrative tasks 
(19%), school management (13%), educational activities 
(other than teaching) (10%), and community 
interactions (9%).

u This overload of responsibilities limits the time 
available to fully perform management duties.



Support received from decentralized 
authorities (1)

u CPPP and IEPP: strong involvement in educational 

support (35% and 37%) and school visits (19% and 

21%).

u DRENA: balanced involvement between school visits 

(20%) and community visits (20%), but limited 

educational support (9%).

u Administrative tasks become increasingly time-

consuming as one moves up the hierarchy.

Average schedule of decentralized authorities (CPPP, IEPP, 
DRENA) (School survey, May 2025)



Support received from decentralized 
authorities (2)

¤ School principals interact with various 
stakeholders: IEPP, CPPP, DRENA, COGES advisors, 
canteens, school life, and literacy.

¤ CPPPs are the most regular visitors: 75% of 
principals receive them at least once a month.

¤ IEPPs are less present: nearly half of schools see 
them only once a year or less.

¤ There is considerable variability in visits from other 
advisors (COGES, canteens, school life, literacy).

Frequency of visits by type of actor (School survey, May 2025)



Support received from decentralized 
authorities (3)
¤ Accessibility remains a determining factor in educational monitoring, despite statements to the 

contrary by IEPPs and CPPPs.

¤ IEPP and CPPP visits focus mainly on teaching and learning, as well as management, examinations, and 
discipline.

¤ The focus is on CP1 (100%) and CM2 (> 75%) classes, which are considered strategic for success in 
primary education.

¤ Overall satisfaction: the majority of principals appreciate the professional support and responsiveness 
of the IEPPs and CPPPs.

¤ Concerns about learning: about half of principals believe that more emphasis is placed on CEPE results 
than on actual mastery of skills.

¤ A majority of principals believe that inspectors and educational advisors do not prioritize administrative 
tasks at the expense of learning. When such an imbalance is observed, it concerns inspectors more than 
others.



Interactions between school principals and 
the school community (COGES)

u All schools surveyed have a COGES.

u The school principal is not a 

member of the COGES in30% of 
schools.

u Limited presence of local 

authorities: mayors or regional council 

presidents, who are supposed to chair 

the COGES, are present in only 35% of 

cases.

Composition of COGES (School survey, May 2025)



Investing in leadership for fundamental 
learning

The focus is on professional development:

u Initial and continuing training for elementary school principals

u Mentoring and pedagogical supervision

u Administrative and human resources management skills

Next steps:

u Harmonize and consolidate leadership standards and competencies 

u Establish a selective, competency-based recruitment process

u Strengthen support and equity, particularly in rural schools



Recommendations from the "Pleins Feux" 
report

u Strengthen institutional learning mechanisms and continuous improvement of the 
education system

u Clarify and strengthen the educational missions of school principals

u Optimize the availability and use of tools and resources

u Redefine the recruitment process for school principals and their preparation for 
taking up their duties

u Support the continuing education and professional development of school 
principals

u Strengthen the support and presence of decentralized education officials

u Promote shared and inclusive leadership.
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Developing Effective School Leadership: Perspectives from Reform in 
Action

Esnart Chapomaba
Deputy Director for 

BasicEducation
Malawi 

Leon Mugenzi
Head of Teacher Development 

and Management, 
Rwanda

Tamara Philip
Director of Programs, 
Global School Leaders 

Andre Deloh
Director of Program Monitoring 

and Oversight
9ŸƣĲШ?ќfƻŸŔƖĲШ

Moderator : James 
Gresham

Senior Education Specialist 
World Bank 



Agenda
DAY 3

School Leadership

Time Topic

9:00-10:30 School leadership: Key policy levers 
for improving the practice

Key dimensions of effective school 
leadership for foundational learning

Dr. Beatriz Pont, IIEP UNESCO

Tamara Philip, Global School Leaders

Moderator: Jeongmin Lee, World Bank

10:30-11:00 Break

11:00-12:30 Developing Effective School 
Leadership: Perspectives from 
Reform in Action

Ms.Esnart Chapomaba,  Deputy Director for Basic 
Education, Malawi

Mr. LeonMugenzi, Rwanda, Head of Teacher 
Development and Management

Tamara Philip, Global School Leaders

Mr. AndreDeloh, Director of Program Monitoring and 
wƐĎũŬĮĤĪŲɡ :ōŲĎ @ʀ^ƐōĮũĎ

Moderator: James Gresham, World Bank

12:30-1:30 Lunch

1:30-2:30 Action planning

2:30-3:00 Closing Saima Malik, World Bank
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From Prospective to Prepared Teacher: 
Initial Teacher Education Case Studies from Around the World

1. Bahrain Strategic Investments in a National Teachers College

2. Zambia ITE Reforms with a Focus on Foundational Learning

3. Vietnam Transforming Teacher Education Over Three Generations

4. Ghana Coordinated Efforts to Develop a Shared ITE Curriculum

5. Chile Strengthening ITE through Accreditation Processes

6. Finland Building an Excellent ITE System

7. India Revitalizing ITE through District Institutes of Education

8. Morocco Teacher Education, Attraction, and Selection 

9. Burkina Faso Reforming K-6 ITE

10. Dominican Republic Strengthening the Teaching Profession through ITE Reforms

11. Kenya A Systems Approach to Strengthening ITE

https://www.worldbank.org/en/topic/teachers/publication/prepared -teachers-global-study-of-initial -teacher-education
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World Bank у Teachers

Upcoming Working Papers and Education Notes:

1. How Can Learning be Enhanced in Large Classes?

2. Enhancing Education Quality: Insights from Teacher 
and School Evaluation Systems

3. Building a Sustainable Teaching Workforce in Sub-
Saharan Africa: Addressing Shortages Amid Growing 
Demand

Webpage:

English French

https://www.worldbank.org/en
/topic/teachers

https://www.banquemondiale.
org/fr/topic/teachers

https://www.worldbank.org/en/topic/teachers
https://www.worldbank.org/en/topic/teachers
https://www.banquemondiale.org/fr/topic/teachers
https://www.banquemondiale.org/fr/topic/teachers
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https://lsi.fsu.edu/Educators -Shaping-Futures
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Closing

Saima Malik
Senior Education Specialist 

World Bank


