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management teams
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The PILO team developed
this toolkit in partnership
with the KwaZuluNatal and Free State
Departments of Education
to support districts and
school management
teams to lead learning in
uncertain times.

Introduction
What is this toolkit?

•

A toolkit is a set of tools, organised in one container,
to be used for a particular purpose. A plumber’s
toolkit would always have a monkey-wrench, an
electrician, wire cutters, and a teacher, lesson plans.

•

This toolkit contains practical, how-to guides, tools
and checklists for leaders of learning in the education
system. It can be used by district officials to support
schools, and by SMTs to lead learning over the next
months of uncertainty.
You should adapt the toolkit to the context of your
district, circuit or school.
This toolkit is available as a free resource that can be
used and adapted to different contexts. Please keep
it that way. Users should feel free to copy and use the
tools for non-profit purposes.
It has been designed to be delivered in low data
“chunks” on email or WhatsApp as part of an ongoing
conversation about how to lead learning during
the Covid crisis. The different tools can be used in
different ways:
• Posters to print and put on a wall for sharing and
discussion
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Checklists and daily routines to kickstart change in
routines and rituals
Tools for planning, reflection and responding to
curriculum challenges.

If you wish to adapt the toolkit, please acknowledge
PILO and include our website address, www.pilo.
co.za. We would appreciate any feedback on
usefulness, results or gaps at info@pilo.co.za.
This toolkit was developed collaboratively by PILO
staff to respond to challenges schools and the
education system face Covid-19. It is premised on
PILO’s context-based, problem solving approach to
improving learning opprtunities at scale.
This approach reinforces five professional practices:
(re)planing, doing, monitoring, reflecting and
responding; in three areas: care, curriculum and
community. And using collaboration, communication
and supportive, professional conversations to drive
implementation.
Remember that what you do matters!

Stay safe, stay calm and be well.

1. (RE)PLAN:

HOW to
LEAD
LEARNING

IN UNCERTAIN
TIMES

3Cs for dealing with
Covid uncertainty: care,
community and curriculum

2. DO:

Focus on
the 3Cs in
UNCERTAIN TIMES

Daily checklists: standing
meetings, safety, status,
risks, conversations

5. RESPOND:
Decide together: so what now,
what needs change, plan and
implement

CURRICULUM COMMUNITY
Creating safe,
Making safe Mobilizing and
caring spaces space and time connecting in
for learning
for teaching
context
and learning
CARE

Use collaboration, communication
and supportive, professional
conversations

4. REFLECT:
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Using evidence: what
worked, what didn’t, what
does this mean?

3. MONITOR:
All work: keep records, track,
see patterns, support and
share

Using the
toolkit

The toolkit provides ideas on how to
lead your school and its community
through the Covid crisis to learning.
You need to adapt these to your
school’s context and goals. Share
your ideas and how they work in your
school with your colleagues and CMs.

The toolkit provides guidance on:
Making schools safe for learning
How to lead schools to readiness: creating safe spaces,
care and hygiene; daily routines; working together;
communication; connecting to school communities
and support systems; planning for catchup; starting on
timetabling; and talking to colleagues.
Phasing in
How to lead the phasing in of teachers and learners as
grades are added: maintaining safe spaces; care and hygiene;
daily routines; planning and collaborating; communicating
with parents, teachers and stakeholders; planning and
timetabling; diagnostic assessments and asking for help.
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Embedding care and learning as the new normal
How to lead the embedding on new cultures and practices:
building a culture of care; embedding hygiene practices;
implementing routines for learning; planning, tracking,
reporting and responding; collaborating with school
communities; planning and adapting curricula for learning;
professional supportive conversations as the basis for action;
and improving learning through curriculum coverage.
At each stage, we will share ideas, how to, or tools, for each
of the three Cs:
• Care: creating safe, caring spaces for learning
• Community: mobilising and connecting in context
• Curriculum: making safe spaces and time for learning

How do leaders of learning
cope in this challenging time?
We are living in uncertain times and experience complex emotions Create a culture of SAFETY within the school
such as fear, anxiety, sadness and self-doubt. Purposeful leadership
Your role as SMT will change to accommodate all the new care and
helps to you to support each other and your teams.
safety functions in the school. Ensure that you plan what needs to
Many SMTs may worry that you may not cope with the situation. So, happen. Planning gives certainty and assists in removing anxiety. It
here are some leadership guidelines that may support you through gives staff and learners a clear understanding of all the procedures
these uncertain times.
that have to be followed.
Create a culture of CARE within the school
•
•

•

•
•
•

• Print the SOP and read through all the guidelines thoroughly.
• Make copies of guidelines for each class.
Make time to check in with each other as a SMT. Allow members
• Plan how you will fulfil all the safety functions of screening,
to raise their anxieties and fears and discuss how you will
hygiene, disinfections, and sanitisation among other.
support each other.
• Have a discussion of the plan with all staff and let them make
Be clear on how to support staff. Have briefing meetings where
input. Once the plan is finalised ensure that the plan is available
staff can be heard. If staff is too big or time does not allow
in the staffroom, classrooms.
everyone to share, have groups get together and listen to each
• Discuss how the plan will be monitored.
other. The group can report to the entire staff on issues where
• Dedicate functions of safety to each member of the SMT to
more support is needed. These groups can also become support
oversee. Report regularly at break and after schools if all is in
buddies.
order. Take steps to remedy mishaps.
Ask local NGOs, other stakeholders, and parents for more formal
• Ensure staff are fully aware and follow all guidelines of safety.
support from doctors, social workers, health workers, etc. Make
contact with them and ask for their support. They may be able to • Have gentle, professional conversations with staff as soon
you see non-compliance but ensure follow up so that there
come into the school to speak to the staff.
is no neglect of safety.
Have briefing meetings with the support staff or include them in
the staff briefing. They play a critical role in the care and safety of
all in the school.
A culture of CARE and SAFETY is the foundation for
Ensure that teachers listen to their learners. Give learners
curriculum recovery and learning.
opportunities to share and be heard. Assess which learners need
additional professional support.
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Ensure learners are fed and feel safe.

How can we as SMTs cope in
this challenging time?
• Dedicate functions of safety to each member of the SMT
to oversee. Report regularly at break and after schools
Your role as SMT will have to change to accommodate all the
if all is in order. Take steps to remedy mishaps.
functions in the school for safety and care for all.
• Ensure staff are fully aware and follow all guidelines of
safety.
Ensure that you plan thoroughly what needs to happen at
• Have gentle conversations with staff immediately you see
school to ensure safety. Planning gives certainty and can
non-compliance but ensure follow up so that there is no
assist in removing anxiety. It allows staff and learners a clear
neglect of safety.
understanding of all the procedures that have to be followed.
Create a culture of SAFETY within the school

• Print the SOP and read through all the guidelines
Building a culture of CARE and SAFETY becomes the
thoroughly.
foundation upon which all the other work at school gets
• Make copies of guidelines for each class.
done.
• Plan how you will fulfil all the safety functions of screening,
hygiene, disinfections, and sanitisation among other.
• Have a discussion of the plan with the staff and let them
make input. Once the plan is finalised ensure that the plan
is available in the staffroom, classrooms. Include the
support staff in the discussion of the plan.
• Discuss how the plan will be monitored.
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HOW TO DO
MESSAGING
WELL

“Communicate, then communicate more!”

1. Be clear, simple, and frequent
Why? Communicating is about making information and ideas
common
•

Start with what is most important to others

•

Use existing, simpler modes: phone, SMS, WhatsApp
(group) messages and clips
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2. Be factual & actionable
Why? People think — and what people do matters!
•

Don’t sugar-coat facts: share them plainly

•

When specific things are uncertain, say so, specifically

•

Communicate that actions are possible - “What you do
matters!”; “Safety first!”; “Keep each other safe!”

3. The messenger matters as
much as the message
Why? We all trust some voices more than others
•

Be clear about where your information comes from

•

Build trust by being trustworthy: do what you say;
speak what you think; and walk your talk

•

Involve other trusted messengers to help you.
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4. Tone matters too
Why? Tone shows intention and emotion
•

Consider how you’ll sound and be heard by others

•

Don’t talk down to people (as though they think less
than you)

•

Be hopeful: what people do makes a difference

5. Move beyond messaging
Why? We all need each other to keep safe and well.
•

Engage with people: they know their own contexts best

•

Ask “What’s troubling you?” - then listen carefully

•

Converse, discuss, and dialogue
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Checklist for
Safe Schools
A checklist is a tool that helps people in complex and/or stressful contexts to work safely
and successfully by reducing the risks of human error.
According to the World Health Organisation (WHO) what matters is improving practice,
behaviour and action! These checklists remind staff and learners to develop safe
routines: wearing masks, sanitising and social distancing.
Safety requires professional conversations that make things clear - not just ticking the
boxes! Talk to your teachers, the learners and communities about why it is important to
have these routines. Adapt to your local context. Try not to skip over the complex and
difficult issues.
You can print this checklist and complete it on paper, or you can complete it on your
computer or tablet and save. You can also add items to your checklist. This is a guide.
It’s a tool, not a rule.

Share your ideas on Twitter@pilo_education; https://www.facebook.com/
Programme-to-Improve-Learning-Outcomes; or admin@pilo.co.za.

• Send photos of your standing meetings and adapted safe school (or district)
checklists.
• Think about and share what other areas of leadership might be assisted with a 		
checklist. Develop one to guide your work over the next few weeks.
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Checklist for Safe Schools		
			

A. Physical Hygiene and Safety Supplies
Why? Every school needs all these supplies to be
able to keep everyone safe
1

Does the school have PPE for non-teaching staff?

2

Does the school have sufficient running water?

3

Does the school have sufficient soap?

4

Does the school have hand sanitisers?

5

Does the school have working toilets?

6

Has the school been deep cleaned and sanitised?

7

Does the school have 2 masks for every person?

Yes No

If No: response action
by SMT or CM

B. Core Collaboration and Daily Safety Routines
Why? We keep each other safe by collaborating in
building daily safety routines
8

Is the SMT holding a (short) standing meeting
every morning about status, tasks, and risks?

9

Is the SMT holding a standing reflection every
afternoon about changes to make the next day?

10

Is the SMT convening a staff meeting weekly, or
biweekly?

11

Is the SMT meeting with the SGB weekly, or biweekly?

12

Are the SMT and SGB communicating weekly with
parents / caregivers about school safety?

13

Is the principal communicating regularly with the
circuit manager about school safety?

14

Are there hygiene stations with water and soap /
sanitiser available to everyone through the day?

15

Are high-touch surfaces being cleaned frequently (door handles, bathroom surfaces…)?

16

Is the school being cleaned and sanitised daily?

17

Are water and soap and/or sanitiser supplies being checked daily?

18

Does the SMT know how to order / obtain more
soap, sanitiser and other supplies in time?

Yes No

If No: response action
by SMT or CM

C. Staff Orientation and Preparation
Why? Staff need a clear, common understanding of
what to do to build school safety
19

Have all staff been oriented on schooling in line
with DBE guidelines?

20

Do all staff know when and how often to wash /
sanitise their hands?

21

Do all staff know the procedure and roles for
screening everyone daily using DoH questions?

22

Do all staff know what to do if anyone at school
reports any Covid-19 symptoms or exposure?

23

Have all staff participated in meetings about how
to provide psycho-social care to learners?

24

Does the staff have a plan to orient learners
when they return in line with DBE guidelines?

D. Staffing, Timetabling and Space Planning
Why? Coordinating who is where, when, doing
what, is crucial for distancing and safety
25

Are all classrooms rearranged to observe strict
physical distancing of 1.5m between people?

26

Does the SMT have a confidential profile of all
staff with comorbidities / prior conditions?

27

Does the SMT have a complete list of staff returning to school and working from home?

28

Does the school have a new timetable for all
grades attending (with staggered times if viable)?

29

Does every single teacher know which classes they
will now be teaching, when, and where?

30

Does the SMT have a clear, practical plan for safely re-starting the NSNP for ALL grades?

Yes No

Yes No

If No: response action
by SMT or CM

Yes No

If No: response action
by SMT or CM

E. Community Consultation and Consensus
Why? Schools are social resources: communities
must decide if it’s safe to re-open now
31

Have the latest plans for returning been communicated clearly to parents / caregivers?

32

Have the SMT and SGB heard parents’ and caregivers’ views about reopening?

33

Does the school community agree that it is safe
to open for more grades now?

34

Do school community members know how to
raise urgent concerns about safety at school?

If No: response action
by SMT or CM
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“We all need care and community to stay well - so we can
teach and learn safely”

THREE Cs
What are the three Cs?
•

•
•

CARE is the foundation for learning. A culture of care
treats everyone as valuable. Care is about being kind,
considerate and open.
CURRICULUM is organised space, time, and planned
content which enables teaching and learning.
COMMUNITY includes the immediate school as well as
those who cares about what you do. The community
helps build conditions for learning.

www.pilo.co.za

LEADING
LEARNING

IN UNCERTAIN TIMES

THREE Cs

What can you do?
•

Live up to Safety First life-saving hand washing and mask
habits.
• Revise your expectations:
• Do your best - but rest and don’t be superhuman.
• Expect crisis, uncertainty, anxiety, stress, trauma, grief.
• Communicate, then communicate more! We can’t read
minds.
• Empathise! Ask: then listen and affirm.
• Collaborate! Have conversations, listen and share.
• Implement standard operating procedures and manage
risks.
• Work together to create and adjust a safe time-table and
space plan.
• Use professional communities and networks more.
• Build key practices: (Re)Plan > Do/Teach > Monitor >
Reflect > Respond
www.pilo.co.za
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CARE

We need to keep each other safe and well!

What is care?
•

Care is creating safe, caring spaces for learning.

•

Care is being concerned about people’s health
and anxieties.

•

Care is being kind to yourself and others.
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Why do we need
care?
•

A caring school culture enables learning,
especially in uncertain times.

•

Covid (and other) health and safety risks, and
concerns, are real.

•

Everyone is struggling with something (even if
you don’t know).
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What can you do?
•

Revise your expectations.

•

Support people who are struggling.

•

Listen! Ask: “What’s troubling you?” - then listen!

•

Affirm: “It makes sense to feel like that…”

•

IF and as appropriate, ask “how can I help you?” - then
pay attention.

•

Resist the temptation to (promise to) fix everything.

•

Ensure safety first and “Keep each other safe!”

•

Stay home if you’re sick or you’ve been exposed.

•

Manage risks for transport, cleaning, screening,
movement (school break times and spaces) and
nutrition is not for all learners.

•

Display contact details for further support and/or
referral.
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“Organised space, time and content for safe
teaching and learning”

CURRICULUM

What is curriculum?
•

Curriculum is the planned content of teaching and
learning which is delivered in space and time.

•

Covering the curriculum provides opportunities to learn,
which is why thinking through how to enable learning in
less time is so important.
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CURRICULUM

Why is curriculum
important now?
•

Learners and teachers want to safely return to teaching
and learning. But there have been many stops and starts
that affect opportunities to learn.

•

Curriculum organises teaching and learning, which is the
core work of schooling. Teaching that ensures learning
improves learner outcomes.
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CURRICULUM

What can you do?
•

Work together to create and adjust a time-table and
space plan for your context. The schools can only operate
at 50% capacity with 20 learners per class. Allocate staff
according to who must work from home and who can
teach what.

•

Use professional learning communities (PLCs) and
networks more. Expand network(s) you’re in such as area
or subject WhatsApp groups or formal PLCs. IF you aren’t
part of a group, find one to join (ask colleagues) or start
one

•

Build key practices: (Re)plan (guided by national
guidelines); teach (starting with diagnostic assessment);
monitor; reflect; respond; and collaborate.
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“What you do matters to people around you!”

COMMUNITY
Who is your
community?
•

Your community is everyone who is influenced by you, or
cares about what you do.

•

Your community are the people you need to mobilise and
connect to support your school to create consitions for
learning.
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COMMUNITY

Why do we need
community now?
•

We need to work together to overcome Covid-19.

•

We need support in the forms of care, knowledge, and
skills.

•

We need to keep each other safe and well.
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COMMUNITY

What can you do?
• Communicate, then communicate more!
• Share clear messages about health and
safety.
• Support public health education like
washing hands and wearing masks, and
non-negotiable steps like distancing.
• Collaborate! Have conversations about
uncertainties in person, by phone or
online.
• Be trustworthy: do what you say; speak
what you think; and walk your talk.
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Check-in
We hope that you found the first set of tools and tips for
leading learning in uncertain times useful. By now, you have
welcomed primary and FET classes to your schools. You
would have also closed your schools again, or be opening up
for grade 12 now, and/or for other grades in August.
As districts, you have been dealing with working out the
comorbidities of teachers and children, struggling with
timetabling to ensure that teachers and learners are as
safe as possible, and opening and closing schools as Covid
infections increase. Sometimes, it has even been necessary
for you to close your own offices or work remotely because
you have co-morbidities.
We hope that the toolkit has been helpful in providing some
guidelines or approaches for you to use amid the flux and
anxiety. If you have used the toolkit, please share your
experiences on the department’s Facebook or Twitter.
We hope that you will find this next set of tools or
suggestions useful too. They do not need to be used exactly
as suggested but can be adapted to start conversations
and collaborations in your space that enable you and your
colleagues to cope with Covid anxiety and support as much
learning as possible in schools.
Stay safe, stay calm and be well.
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Covid-19 update
Covid-19 affects your vascular and respiratory systems.If
you are obese, have heart problems or diabetes, Covid will
affect you worse than others. Covid is transferred through
an aerosolised spray that is breathed in through your nose
or mouth.
Most people will get the virus. For some, the virus is likely
to lead to hospitalisation. Others may think they just have
flu. You may get one or all of the symptoms: headache, high
temperature, vomiting, loss of taste and smell, head cold,
coughing or extreme fatigue.

What you do matters:
•
•
•
•
•

Wear your mask and wash you hands often.
Keep a 2-metre distance from colleagues and friends, 		
this really does reduce risk. Or stay away.
Keep homes and classrooms ventilated, even if it is cold.
This will help to blow the spray away.
Pick outdoors rather than indoors; a large space rather 		
than a small one; and less people rather than more.
Keep close interactions short.

Checklist for
Professionals
A checklist is a valuable tool that helps people working in complex or stressful
contexts to work safely and successfully by reducing the risks of human error. What
matters is improving practice, behaviour and action!
This checklist is to help you think about some professional routines that may help
you to manage your way through the chaos and uncertainty of a Covid context.
You can print this checklist and complete it on paper, or you can complete it on your
computer or tablet and save it. You can also add items to your checklist. This is a guide
for you to use.
Share your ideas on Twitter@pilo_education; https://www.facebook.com/
Programme-to-Improve-Learning-Outcomes; or admin@pilo.co.za.
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Checklist for Professionals

Yes No My reflection - and
response?

1

Did you hold a standing meeting with your
team this morning? (your CMC; your SMT)
Use the Safe School Checklist!
Why? We need to align; we can’t read each
other’s minds.

a)

about status, tasks and risk management?
Why? Focus on the situation - and what to do
about it.

b)

during which every person spoke and was
heard?
Why? People will have valuable and innovative ideas to share.

2

Have you checked if all of your circuits /
schools / teachers / classrooms are safe?
Use the Safe School Checklist!
Why? Safety First for everyone saves lives and
builds trust.

3

Have you shared a daily status update with
your community today?
(your principals’ group, your school community, or parents)
Why? Communicating builds connections and
addresses anxiety.

4

Have you reviewed and managed risks
today? Risks are uncertain events that could
affect your safety, work, and/or workplace.
Analyse [likelihood x severity]. Mitigations are
what you do to reduce effects.
Why? What you do matters - especially during
crisis.

5

Did you make five minutes to reflect quietly
in writing today for tomorrow?
Why? We learn to improve by reflecting on
experience.

6

Have you talked with each of the people
you support and supervise in the past 3
days?
Why? Contact and connection are crucial for
building trust.
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RITUALS AND ROUTINES
Rituals and routines are supports that help to structure our lives.
A daily routine is something we do every day, almost without thinking. So, we brush our
teeth, or pray, or go for a run. Routines organise daily practices in schools and build
a culture of safety and trust. They provide stability and assurance. As individuals, the
five daily practices of planning, doing, monitoring, reflecting and responding should be
routine.
Rituals are repeated behaviours (like routines) but they have a deeper meaning. They help
us move forward with purpose by connecting to our communities. Rituals are experienced
as deep and meaningful activities that contributes to motivation, self-belief and agency.
Routines keep us on track, and rituals help us to connect to purpose and others. Daily
routines and rituals build momentum, especially in times of uncertainty. Here are some
care rituals you might want to implement in your schools with SMTs, teachers and
learners.
This toolkit will propose rituals and routines you might want to
introduce into your school or workplace to help your staff, learners
and community to cope with uncertainty. You may already have
rituals and routines that work for this purpose.
Use what works in your context.
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DAILY RITUALS

With the SMT
•

Hold a quick stand-up meeting as an SMT to provide

space for members to voice their fears and anxieties.
•

Review and manage identified risks for the day.

•

Engage stakeholders and share a daily status update.

•

Communicate regularly with nearby schools, circuit
managers and the local community. Know what is
happening in your context to keep the school safe.

•

Communicate with local clinics, social workers and
law enforcement about Covid risks and psychosocial
challenges.

•

Engage with and mobilise your SGB and parents to
support your school, teachers and learners.

•

Timetable the first half hour of school for care. “We care
about you.”

•

Update and maintain relevant WhatsApp groups with
parents, teachers and the district.
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DAILY RITUALS

With teachers
•

Have a daily stand-up in departments to check in and
update.

•

Create a safe space for teachers to share fears and
anxieties, and/or have some quiet time if needed. Ask
about their families and loved ones so you know what is
happening.

•

Discuss self-care.

•

Learn and reinforce Safety and Hygiene Procedures.

•

Keep teachers up to date on Covid-related issues in the
school and community.

•

Meet with the same learners every morning. This creates
a sense of care and belonging for the learners.

•

Discuss strategies to keep in touch with every learner to
ensure that they can identify learners in distress.

•

Provide and discuss relevant information on Covid, and
identifying Covid symptoms.
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DAILY RITUALS

With learners

•

Make the first half hour of school about care. You will
be able to understand levels of anxiety and distress. Get
learners to talk about their feelings. Have they eaten? Are
they feeling safe at school and at home? How did they get to
school? Have they got masks? Are they able to study and do
their homework?

•

Reinforce daily Safety and Hygiene Procedures and remind
learners to follow them.

•

Play age-appropriate social distancing games so learners
what 1.5 metre gap is.

•

Ask learners to write in a book or journal for 5 minutes.
Time it. Ask those who want to share.

•

Talk about Covid often so that learners have more
information and less fear. This will reduce stigma.

•

Post a list of phone numbers in the classroom.

•

Create or update and maintain a learner WhatsApp group.
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Communicate with parents and
caregivers to support learning
It is important to communicate during

Remember that all your communications

times of uncertainty. Popel feel secure

should start with an acknowledgement that

because they know what is going on and

you understand where people are at. For

what is expected. When people don’t

example,

know, they get suspicious and scared.

“We know that you are worried about your
When stakeholders know what to expect, children being back at school. And you are
they are more likely to work with you and worried about your children who are still at
home. We understand that everything feels
help where they can.
uncertain and unsafe. We want to reassure
you that we are doing our best to keep your
We have some examples of WhatsApp
messages or newsletters you can send out. children and our staff safe at school. We
follow all the required procedures to make
You can adapt these to your context, as
sure that the school is clean and safe.”
you know your community.
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DAILY ROUTINES
AT HOME

Here are some ideas for after school routines for your
children:
•

Ensure that you have other adults to talk to if you are anxious and 			
unsure, or if you just need to talk.

•

There are many helplines that you are able to contact as well.

•

Understand Covid well. Get in touch with information easily available.

•

Make your home a safe space so children feel heard and supported.

•

Make time to speak to your children after school.

•

Connect and listen carefully.

•

Follow safety precautions. Make them wash their hands before
touching anything in the home.

•

Keep talking to them about safety and precautions they have to take at
school.

•

Teach them to wash their masks well.

•

Clothing, schools bags and shoes have to be cleaned and disinfected
daily.

•

Watch out for signs of distress, anxiety and change of moods.

•

Watch for symptoms of Covid.
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LEARNING

IN UNCERTAIN TIMES

DAILY ROUTINES
AT HOME

Here are homework and catch up tips for supporting
learning at home:
• Organise a space where the children can do their homework.
• Structure a routine with school work, play and exercise daily.
• Support them during this time.
• Try not to add pressure but guide and listen to their needs.
• Stay in contact with the school. Stay in contact with the parent
community.
• Contact the SGB if you need to understand what the school is doing
to keep everyone safe.
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HOW TO MANAGE
CURRICULUM IN
UNCERTAIN TIMES
SMTs need to support and enable teachers to manage curriculum coverage challenges related to the
adjusted ATPs. We have resources to support principals and departmental heads (DHs) to lead the
process of curriculum recovery and learning.
• The ATPs are a guide - they do not need to be followed exactly.
• Trust teachers to use their professional judgement to adapt the ATPs and to set assessment tasks in
line with what they have taught.
• Encourage teachers to work collaboratively to develop daily lesson plans.
• Teachers should track progress against the plan. Ask the DH to monitor this progress – using evidence
from learners’ work and the teacher’s reports.
• Ask teachers to reflect on how this plan is going – and, using evidence of learning, make decisions
about whether or not to stick to the plan.
• Have supportive, professional conversations with teachers and colleagues.
• Ensure that teachers feel safe enough to talk about challenges and ask for advice and guidance.
• Collectively, teachers with their DH and – if possible, supported by the subject adviser – should make
decisions about how to respond to get back on track, or whether to change the plan, while ensuring
core knowledge and skills are developed. Teachers in subsequent grades should be included as
www.pilo.co.za
decisions will impact their work next year.
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2020 CHALLENGES AND
PRIORITIES
The Covid-19 pandemic has impacted on all aspects of life in our
country. Schooling has been seriously disrupted. There are many
concerns about health and safety of staff and learners at schools and
great effort has been directed to ensuring that schools will be safe
places for all who return to them. Time for learning has been lost, and
learners, especially young ones, will have forgotten much that they
learnt in Term 1. It is imperative that as much learning as possible
occurs in the remainder of the year.

The importance of curriculum coverage
In South Africa, too many learners drop out of school before Grade 12, and
too few of those who reach Grade 12 do well in the NSC examinations. There
are many reasons for such poor outcomes. One of the most important of
these is that the curriculum is not covered each year. In other words, the
teachers do not teach everything required by the CAPS in the year, and
learners do not sufficiently understand the concepts and develop the skills
that are taught. This affects their opportunity to learn.

Improving curriculum coverage is the key thing that
teachers can do to improve learning outcomes.

An adjusted curriculum for 2020
The closure of schools has meant that it will be impossible to cover the CAPS
curriculum in 2020 – there are just not enough school days. The DBE has
adjusted the CAPS curriculum for each subject and grade. These adjustments
include:
o
o

trimming content (removing topics or subtopics; reducing the time
allocated to a topic/subtopic) and/or
reorganising content – changing the sequence of work; moving a topic to
another term and/or grouping subtopics in different ways.

The adjusted curriculum for each grade and subject is set out in a revised
Annual Teaching Plan (ATP). The ATPs give the curriculum content to be
covered each week – that is, they give the work that guides teachers in what
must be taught AND what learners must learn each week.
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These adjusted curricula retain the essential aspects of each subject in each
grade. This means that learners should be able to proceed to the next grade
with the foundational knowledge and skills in place – provided the work is
covered. The DBE have indicated that the school year will split over 2020 and
2021.

Managing curriculum coverage remains a core
responsibility of the SMT.

Challenges to (re)covering curriculum in the
ATPs
The revised ATPs have adjusted the CAPS curriculum in an attempt to make it
fit into the time available in the rest of the school year. The ATPS assume that
teaching and learning will begin effectively on the first day learners in a grade
return to school, and that it will continue effectively for the duration of each
term. There are many factors that make this unlikely, and which cannot be
factored into the ATPs.

Practical matters will impact on time available for teaching
and learning:
o

Schools will not open at the same time.

o

Grades will not all return on the date envisaged in the ATP (for
example, grades 7 returned a week later than expected, and will now
only return in August).

o

Only 50% of learners are allowed to be at school at any time, so as
grades beyond grade 7 and 12 return, many schools will have to
alternate attendance of grades by day or week, or else platoon.

o

Time will be lost because of absenteeism (teachers and learners), and
because incidences of Covid-19 may require a school to close.

o

Time will be needed to orientate learners to the new health and safety
routines at school, and to deal with psychosocial issues.

o

The published school calendar may not be in line with revised ATP.

o

Time is needed daily for sanitising desks and classrooms; and for
learners to wash their hands regularly.
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Contextual realities will impact on the pace of teaching and
learning
o

For all learners, and especially those who return to school last, there
has been a very long break in formal school teaching and learning, and
the majority of learners will probably not have been able to do much
learning at home. This means that much of the work taught in Term 1
will have been forgotten, and teachers will have to revise this, although
in most ATPs there is no time allocated for this purpose.

o

The ‘loss of learning’ will be most acute in the early grades and
establishing and deepening core competencies in literacy and
numeracy must be a priority.

o

The Covid-19 pandemic has created abnormal home circumstances as
people have not been able to go to work; economic hardships and anxiety have increased for many household; just meeting basic needs has
become an increased challenge, and many learners have not received
the basic nutrition usually available at school. There has been sickness
in their community and even family and accompanying fear and sadness.

o

In addition, school routines and behaviour will be very different when
they return to what it was before. As a result of all these factors,
learners are likely to struggle to concentrate, to get back into the
rhythm and routine of learning and will work at a slower than usual
pace.

o

Teachers may be called on to teach subjects and grades that they have
not taught before – or even been trained to teach. They are likely to
struggle both with content knowledge and with best ways to teach
(pedagogy). This will pose a great challenge to curriculum coverage.

Implications for curriculum coverage in schools
The points made above suggest that:
o

Teachers generally will struggle to complete the work prescribed in the
ATPs in the time allocated to it.

o

The challenges will be different in different contexts and have different
impacts on curriculum coverage.

o

Ways of addressing challenges in the time remaining in 2020 will be context specific - each set of challenges will require different solutions; there
cannot be a ‘one size fits all’ approach.
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The focus in the remainder of 2020 must be on as much effective
teaching and learning as possible – and not on mechanically finishing
the work in the ATP in the time specified. Maximum effective teaching
and learning will only be possible IF:
o

Teachers work collaboratively, using their professional judgement and
testing these judgements in professional conversations with each other
to decide on what is best for their learners in their context at any time.

o

Departmental heads and subject advisers support teachers in making the
best decisions for their learners.

o

Teaching drives assessment, if assessment is formative and used to help
make decisions that improve teaching and learning, rather than assessment driving teaching.

o

The stress on learners to ‘pass’ at this time is minimised; the goal of all
assessment must be to ensure that learning gaps are identified for remediation in 2020 or in the subsequent grades.

Remember the cycle of practices that support
curriculum coverage
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A CYCLE OF PRACTICES TO
SUPPORT CURRICULUM
COVERAGE
There are many challenges to be faced in covering even the revised,
reduced curriculum set out in the ATPs. These will vary from school to
school, as indeed will the decisions about how best to overcome them.
There is, however, a cycle of practices that can guide and support
teachers as they make decisions about how best to ensure that the revised curriculum in the ATPs is best covered in the time available, and
under the circumstances in which they are working.
The Department of Basic Education has developed Teacher Guidelines
for Implementing Annual Teaching Plans (ATPs) to provide teachers with
support and advice on how to interpret and apply the revised ATPs in
their contexts. You can access the document here:
https://kfmulaudzi.files.wordpress.com/2020/07/teacher-guidelines-for-the-implementation-of-the-revised-atps-6-july.pdf
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1. Plan what to teach each day
Encourage teachers to plan how to manage the work in the ATP in the time
available. In order to do this, they need to:
o

Assess their learners’ knowledge of content and skills on which the work
builds – and decide if they can start where the ATP suggests, or must take
a step back. In other words, they need conduct baseline assessments
before sketching out their plan.

o

They need to think carefully about the concepts and skills to be taught,
the time they think that is needed for learners to develop these, and
then divide up the work into the days realistically available for it. Their
experience will be a guide, as will textbooks and other LTSMs that map
the work out for them.

o

As they do this, they will have to make decisions about possible cuts to
the CAPS content needed in addition to those already made in the ATP.
They should make these collaboratively with colleagues and guided by
their knowledge of essential knowledge that learners will need in future
years.

2. Prepare lessons, teach, and reflect
Once teachers have their plan, they can prepare and teach their lessons. In
each lesson, ask teachers to:
o

Continuously assess how their learners are managing - by listening
carefully to answers to questions they ask and to questions learners ask,
and by looking at written classwork and homework tasks.

o

Make on the spot judgements about whether or not to continue their
lesson as planned, or deviate in a way that will better support learning
for most learners – even if this means they do not complete the work
planned for the lesson

o

Reflect on their lesson and learners’ leaning – did a strategy work well?
Did learners understand an explanation; how can they better support a
struggling learner, or extend another?

o

At the end of the lesson, using information from assessment and reflection, they must decide what to do next – can they move on to the
next lesson planned – or do they need to spend more time on the work
planned for this lesson? This is a professional judgement that teachers
make all the time.
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3. Track progress against the plan and reflect
Each week:
o Teachers need to check what they have actually done against what they
had planned to do – are they up to date or have they fallen behind?
If they are behind, they need to think about why this is so and how to
respond.
o

Departmental heads need regularly to monitor curriculum coverage of
teachers they support; they need to know if they are managing to cover
the curriculum in the ATP or are falling behind. They do this by talking to
their teachers and by looking at evidence of work in learners’ classwork
and homework books and at any assessment records.

4. Share curriculum coverage challenges and
work out ways to resolve them
The purpose of reflecting on lessons and tracking and monitoring how
closely actual curriculum coverage is following the plan is to identify
challenges and find ways to address them. It is important that:
o

Teachers share their curriculum coverage challenges and work
collaboratively with their departmental head and colleagues to address
them. In some cases, they will find ways to make up for slow progress;
in others they might agree to adjust the ATP. Teachers in subsequent
grades should be part of these discussions, as decisions will impact on
their work in the next year.

o

Decisions about what to assess and when are made collaboratively as the
teaching plan shifts.

o

Teachers in each context are trusted to make the best professional judgements, to enhance their leaners’ learning and ensure the key
concepts and skills required for further work are developed;

o

Judgements are based on evidence of the teaching and learning that has
taken place and on collegial reflection and problem solving.
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Supporting a teacher in improving curriculum coverage is a key
responsibility of the departmental head. This does not mean that DH
must provide the solutions; it means rather that they must create an
environment in which collaborative and collegial problem solving can take
place. Teachers need to feel safe to admit to having concerns and to be
struggling, knowing that support, not blame, will be provided.
As learners return to school, collegial support is going to more essential than
ever as teachers face increased demands to be flexible and responsive to
the new teaching and learning context. Teachers called on to teach outside
their comfort zones will need additional support. Subject advisers are a key
support and should be asked for help when needed, but with the current
restrictions on gatherings now in place; colleagues at school will be a key and
immediate source of this support.

Adjust the plan, teach and reflect again!
These practices are all part of a cycle! As with all cycles, it is
continuous. Once one round of the cycle has been completed, the
next begins.

www.pilo.co.za

