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Responding to COVID-19: the education imperative
McKinsey Webinar 2-4-2020

- McKinsey heeft drie scenario’s van de ernst van het virus opgesteld. Ze raden aan om elk
deze scenario’s uit te werken in beleid. Daarvoor moeten in vier categorieén worden -
gedacht:

<

o]
o]
o]

Gezondheid

Onderwijs en toetsing op afstand
Personeel en ondersteuning
Secundaire bedrijfsprocessen

- Voor elk van de vier categorieén raden ze aan om na te denken over verschillende
termijjnen (Kort, middellang en lang). Dat zou onafhankelijk moeten zijn van het scenario
dat uiteindelijk optreedt.

- Ze zien in ieder geval twee prioriteiten op de korte termijn

C

Hoe zorg je ervoor dat leerlingen zo min mogelijk op achterstand raken door in
grote mate onderwijs op afstand te geven (dat niet alleen online hoeft te
gebeuren)?
= Ze zien dat veel systemen het in de eerste weken heel snel hebben
opgezet. Het is belangrijk om niet op te houden als het fundament eenmaal
staat: bljjf itereren om te blijven ontwikkelen.
= Ze zien daarin vier fasen
e Zorg voor visie en de juiste voorwaarden (zoals de infrastructuur)
+ Ontwerp en installatie van deze voorwaarden
+ Start een pilot van een paar dagen
* Daarna een brede roll-out en zorg dat _je bljjft monitoren en
aanpassen (itereren)
Hoe zorg_je ervoor dat_je de kansenongelijkheid zo klein mogelijk houdt door
oplossingen te ontwerpen voor kwetsbare leerlingen?
» Hiervoor definiéren ze vier factoren
s+ Toegang: hebben ze de nodige apparaten en hebben ze thuis een
geschikte werkplek
s  Opzetten en behouden van contact met kinderen: lagere
betrokkenheid van kansarme leerlingen bij leren op afstand
s Ondersteuning van personeel aan ouders
¢ Veiligheid en gezondheid: zowel fysiek als mentaal
= Ze maken daarbij ook onderscheid tussen ongeljjkheid binnen scholen en
ongelijkheid tussen scholen
Om geleideljjke verbeteringen door te voeren is het van belang dat scholen
belangrijke indicatoren identificeren en monitoren die de implementatie volgen
(adoptie, tevredenheid, test scores).

- Beantwoording vragen

Q

Ze bevestigen dat het goed is om in een systeem als dat van Nederland er vanuit
een centraal orgaan {zoals Kennisnet) met enthousiasme methoden en middelen
worden ontsloten

Daarnaast kan het delen van leermiddelen tussen leraren behulpzaam zijn. De
digitale middelen maken het makkelijk voor leraren om met elkaar mee te kijken
om zo van elkaar te leren. Doe dit dan vanuit samenwerking en niet vanuit
evaluatie.

De huidige situatie biedt de mogelijkheid om middelen goed in te zetten en ze te
verschuiven naar scholen en leerlingen die het de middelen het harst nodig hebben.
Kleine verschuivingen kunnen al van betekenis zjjn. Een voorbeeld is de inzet van
leraren, door strategisch onze beste leraren in te zetten waar leerlingen het meest
kwetsbaar zijn.

Daarnaast raden ze aan om breed te prioriteren middels een kerncurriculum

Verder maken ze een duideljjk onderscheid tussen afstandsonderwijs voor jongere
leerlingen (t/m een_jaar of 6) en voor ocudere leerlingen. Voor de eerste groep geldt
dat de mogelijkheden om regulier onderwijjs te geven al snel overschat worden.

. Voor de tweede groep geldt juist dat dit onderschat wordt



o Op de korte termijn is het vooral van belang om het onderwijs te ondersteunen. Op
de langere termjjn wordt monitoring en inspectie ook relevant, maar begin daar
niet te vroeg mee



2apid scaling of

emote learning

W school systems can respond to the COVID-19
sis by rapidly scaling remote learning
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Last updated on

overnments are closing schools in response to COVID-19 spread

Country-wide school closure

Local school closure

Every week of learning missed
has substantial personal and
societal costs

18

Country-wide school clos

Countries impleme
localized school clos

1,542,41200

Children affed

e: UNESCO McKinsey & Company
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emote learning enables
mntinued education for all ...

mote Learning occurs when the learner and
itructor, or source of information, are separated
ysically and hence cannot meet in a traditional
ssroom setting

arning is typically, but not always, transmitted via
:hnology (email, online platforms, discussion boards,
eo conference, audio bridge) so that no physical
isence in the classroom is required

mote learning can occur synchronously or
rnchronously or through a combination of the two:

Synchronous learning: students and teachers meet
/irtually (e.g. video-conferencing) for real-time
essons and discussion

Asynchronous learning: students participate in self-
raced on-demand learning - this may include videos,
re-designed curriculum — could be offline through
I'V/radio, and remote assignments, as well as
specially designed adaptive software

e: European Commission (2019); Training Industry; Preparing for Life in a Digital Age report

... but most school systems ar
not prepared

Less than half of all teachers in developed
systems are trained in the pedagogical use
and even fewer in developing countries

Resources for remote learning are
widespread but choice can be overwhelmin
and it is hard to judge quality and curriculu
alignment

Not all students have access to prerequisiteg
of devices, internet, and a quiet place to lea

Limited capital and operational capacity to
make procurement decisions, protect stude
privacy, and scale quickly

Response is fragmented across federal, stz
district and school level

McKinsey & Company
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eek 1’ remote learning might look very different depending upo
arting circumstances

Low tech maturity countries High tech maturity but low adoption High tech adoption in scho

beratives for schools Teacher-student interaction Quickly adapt in-person Roll out of virtual learning
limited or through smart curriculum using video systems with advanced lear
phones conferencing and offline features

Use of printed material for assignments Facilitation of peer-to-peer

reading/assignments Build sophistication of adaptive interaction, praciice
learning and assessment assignments, interactive
software and curriculum channels
aligned content over time

peratives for Mass instruction via readily =~ Help coordinate adoption of Facilitation of online
ernments/regulators available platforms, TV, and online learning at scale assessment and grading

radio Ensure internet access for Provision of centralised
Ensure internet access for whole population support for individual school

whole population Provide devices to students Provide blueprint of options
Provide blueprint of options schools to follow

Provide blueprint of options for
for schooils to follow

schools to follow

The context of the region/ system is extremely critical in adopting the right model for remote learning
School systems could assess their maturity and technology adoption in order to establish the starting
point for rolling out remote learning solutions

McKinsey & Company
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. Where all of these decisions get made is going to depend upon
e level of centralization in each education system, but a central
DVID-response team can help even in decentralized systems

Traditional role

. More detail on next ¢

EXAMPLE COVID-19 structure (centralized system)

System strategy
Accountability mechanisms
Decision rights
\ Building skills and capacity
(' The " Setting standards (and
~centre sometimes curriculum)

_ \ School support and compliance
The ‘middle Communication between
layer’ schools and the center
Inter-school collaboration

School improvement strategy

Principals /| School instructional and
school leaders administrative leadership

School community

_, Classroom instruction
Teachers ) Peer collaboration
_ Parent engagement

Central COVID
Team

Master teacher
/expert
advisory group

1111

Deliver remote learning
Collaborate across grade-levs

Develop school-level plan
including peer-collaboration
Communicate with parents
Maintain school culture
Train and support teachers

Develop remote learning con
and example lesson plans (b
subject)

Provide training and mentors

Manage remote learning roll ¢
Choose or curate platform,
device and content options

Deliver funding where needeq

Set metrics to evaluate and
adapt

McKinsey & Company




Kuedwon 9 Assuon

uonoadsul jooyos Joj s|qisuodsal |suuosiad Jo suadxa Jusjuod ag pino;

abueyo ajesodiooul 0} spuadxs Jusjuod
0} }I Aejas pue ‘sjualed ‘siayoes)

wouy syybisul ainydeos o) sAeAins

pue wsiueyosw yoegpas) dojens
uonoejsijes

pue uondope bBuipnjoul ‘Bulules)
8jowal Jo uonejusws|dwi yoel|
Buipieoquo Jayoes)

des pue sweiboud Jo jno-jjos yum djgH
Buluies| sjowal 10} papasu SaoINSP
pue ‘swiopeld ‘spsau | | uo ubipy

(s1shjeue 9-7)
s)sAjeuy eje(q

Sjuspnjis pue sjualed

‘slayoes} Joj ssinpow Bulurely dojpasq
sindul

layoea} /Juspnis UO paseq Jusjuod
pue Bujuies| ayowsal Jo aoed 1snlpy
AHunwiwod Jayoesy

Ia)sew Yjm uoneuipiood ui Aisalep
10} JUSJU02 8y} aulal pue Alyuap|
win|na1INg ay}

YJIM BUI| Ul JUSUO0D 108|8S pue Ajjusp|

(spadxa 9-7)
syadx3 juajuon

Siapes| [00YoS Yjim uoieloge||o
Ul suoiIssnasip |9A8] Aaljod sl
S)00|gpeo. Aue Ajnuspl pue sanliold
Aianiep jsuiebe ssalboud Jojiuo
pajeAljow siayoea) deay 0} 8injonu)s
aAljuadul pue salbalens dojeaa(
WwNNoLLIND 8y
J0J JUSJU0D 8}eINI UBD oYM suadxs |
Ajunwwoo 1o si1syoes) Jajsew, Jayle
wea] AlaAllef
10} UOIjBUIPJIO0D pue aouaped dn-1ag
slapjoysyeld
SS0JIOE UOI}edlunwiwod uiejuie
pue ssao0ud ||elano ay) abeue

(ssebeuew ¢-1)
si1abeuey joaloug

|
(sjdoad g |-g)

wea] AiaAljaQ

aAnes

bAllap 8y} Jo Buuioyouy

SIIPIOY3Y LIS [[B YIIM I}eIUNWUIO) pue dSeue
wreI3oad ‘S9ATIBNIUL SALIP UBD Wed] I[ISe [BNUID Y :




»: System leaders need to set vision, and agree where on the agile
standard deployment spectrum they sit

eed vs quality

fast can we roll out vs.
we aim for highest
lity even if it takes time?

Advantages of an agile
scaling approach

Focus on rolling out material, guidelines and
trainings as of day 3

lterations after initial launch continuously improve
quality using feedback loops

Considerations when
scaling agile

Risk of having lower quality content or
methods in the first week, which require
iterations to fix

llout vs coverage

can we think about
ering all students vs.
dually increasing access?

Rolling out in waves, iteratively expanding access to
all students.

Learning outcomes are maximized by reducing time
without learning

This approach may not cover all students in
the first week or weeks, creating or worseni
inequities initially

rrent vs future
we focus on today’s
e or setup for the future?

Focus on immediate challenge at hand and tackle
learning gaps fast with tools that are readily available

Using readily available tools might inhibit
development of future-proof platform that ca
support long-term full digital transformation @
school system

5t vs secure
much cyber-risk are we
ng to tolerate?

Rolling-out fast limits capacity to enhance high
security for all. Development of new tools will
prioritize content and access over security concerns
Improved in following iterations

Overlooking cyber security concerns might
block effectiveness of roll-out in initial phase
High-security setup may take too long to bui
and be hard to use

McKinsey & Company
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1: Determine the channel, platform and devices required for
slivering content/instructional material

luation criteria
oss infrastructure

Connectivity
requirement

Fit with existing need
and infrastructure

Cost — budget
availability and
constraints

Time to implement:

Features and
functionalities

W Channel

What options are
available for online
and offline access?

How many channels will need
to be utilized to reach all
students?

How can the budget be
allocated across
multiple channels?

How long will it take to
implement one/multi-
channel approach?

Are the channels
interactive or directi

W Platform

=

Does the platform
support online and
offline access?

Which licenses currently exist?

Can the new platform handle
school capacity?

Can the platform be easily
integrated with other devices?

Which platform licenses
fit in the budget?

Are there free platforms
that can be leveraged?

Which companies can
be partnered with for
discounts?

How much back-end
integration is required?

Is there sufficient IT
support (internally or
externally)?

How much training is
required before roll-out?

Does it support
synchronous/
asynchronous featu

Can it support
structuring large dat
and supporting large
groups?

Does the device
support online and
offline access?

Which devices can run the
platforms?

Which ones already exist with
families?

Which devices can be loaned
to staff/student demographics?

Does the device
procurement and
maintenance meet
budget constraints?

Which companies can
be partnered with for
discounts?

Are there existing
vendor relationships for
procurement?

How easy is it to
distribute them?

Does it support
interactive features”

How quickly can
staff/students maste
the use of services?

McKinsey & Company
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0. Agree on curriculum aligned content sources to be leveraged b
ade level

ideal content library
ludes:

entralized platform that
gregates digital content
pped to the curriculum

aching aids that provides
cture e.g. grouped by
2 and subjects

mmunity platform
ere teachers can create
I peer-review teaching

In the current situation for COVID19 response, the content can be kept simple at first
which will allow ministries/ institutions to gain time and roll out comprehensive learning

modules

Explore existing content
Oor open source resources
e.g. offline classes moved

to phone/zoom

OER (open educational
resources) are available
online, UNESCO has
compiled list of content
providers who are
delivering content for free

Develop content by
engaging community of
teachers; link it to the
curriculum

Incentivize teachers to
modify/develop lesson
plans suited for remote
delivery

Examples: Self-recorded
lessons, videos, elaborated
digital content

Integrate content with the
platform by evaluating anc
choosing a platform (e.g.
google classroom,
Microsoft teams)

Refine and adjust the
material based on
feedback from experts,
teachers and parents
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. Remote learning content, curriculum and timing will need to b

: In-person only
eraction

different
e groups >@® <6
Parents, teachers or care-
giver support required for
the whole time. Activities to
keep them engaged

pport

Age 6-9

Parental help required for
the most part for remote
learning especially
transitions (starting new
activities, submitting)

Age 9-12

Light parental support is
enough to complete remote
learning

<1 hours (optional)

Not viable

2-3 hours

Viable through teacher

interaction

quivalent of a school day, doesn't include homework time; WHO guideline for younger students
ssessment need is critical for Ages 16-18 (high school graduating students) to prepare for college; also differs based on regions

3-4 hours

Viable through remote
means with teacher or
parental support

Age 12-18

Self-sufficient, can work
remotely, freeing up time
teachers for individual
support

4-5 hours

means as long as
authenticity can be verifi
For ages 16-18, prep for
summative assessments
may be needed?
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v. Roll out the platform and process in different waves, while
pntinuously improving learning experience

Improving the virtue
learning experience
meet diverse needs

O

ﬁw Interacting with all Viitialiclascios
students
allows for students
discuss and
collaborate (e.g.,
_\ \_/ 14 Keeping students discussion board @
and families engaged Day starts with video call live); more
- where students are dimensions of
introduced to new material. learning are
Communicating plan Teacher has “office hours” incorporated, (e.g.
and expectations to Teacher sends more tailored  for individual support differentiated
all stakeholders communication to students through video sessions or instruction or smal,
and families about how to chat groups), and teac
engage in remote learning for can be contacted
their class, e.g., teacher sends through multiple
email with assignment and channels
students submit on platform

School Leader sends communication
to teachers, students, and families
informing community of plan and
expectations, e.g., how parents can
support with tech
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Research shows that
performance gaps by
social class take root in
he earliest years of
hildren’s lives and fail to
arrow in the years that
ollow
Similarly the gap exists in
students who need special
education or immigrant
students whose parents
are not educated in the
ountry’s native language

n order to ensure the gap
Joesn’t increase, it is
ritical to ensure all
students are provided
support through distance
earning as schools
espond to COVID19
Situation

4b: Launch initiatives to move towards all-
inclusive education

@ Students with
Special Needs

@ Lower Income
Students’

@ At-risk Students

Example

Estonia: Ministry of Education provide distance learning supp
for children with special needs on a case-by-case basis; Innov
Rajaleidja service centers also provide remote consultative
services, webinars and remote resources to parents

France: Efforts are being made to lend devices and provide
printed assignments to the 5% of learners who do not have
access to the internet or computers

China: Ministry of Education partnered with state TV network
broadcast classes to primary school students, including those
remote rural areas with weak network signals

USA: Students receiving free/reduced meals at school are bei
offered grab-n-go meals at schools (Central Florida, California
food distribution sites (Michigan)

Singapore: Teachers call absent students daily to check on h:
they are doing and created multiple ways to ensure academic:
weak students are covered live streaming classes, remote offi
hours, remote training and self-help guides

@ Immigrant Students/
Non-native language
Speakers

1. Significant challenges with rural students in developing countries

Peru: translated contents into 10 indigenous languages and
developed materials on the socio-emotional aspects of educat
to help learners deal with isolation

Source: Reducing and averting achievement gaps, Economic Policy Institute (2017), UNESCO website, School sites, Press release
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. Identify policy decisions that need to be made

pgory

Potential decisions to make

Country example

are student outcomes
ssed as schools move
stance learning?

standards could be
dated of distance

adjustments need to
ade to the school

dar to meet student
s?

will vulnerable groups
efined and supported?

will budget be allocated
pport remote learning?

Keep/postpone/cancel summative exams

Adapt existing exams to effectively assess learning outcomes remotely e.g., switching
to remote or take-home exams, re-structuring exams into smaller learning assessments

Define criteria for grading and progression

Set standards that reflect different needs for distance learning, e.g., primary school
students may need more teacher-led interactions vs. secondary students are more
autonomous in ability to learn

Systems set up an aspirational framework based on best-in-class distance learning
standards that schools can adapt to with more time, planning, and resources

Adjust curriculum and learning standards longer-term as needed

Postpone or advance school holidays to build response capacity
Extend distance learning or re-open schools following health guidelines

Set start date of new school year and accommodate enrollment of new students; adjust
school holidays as needed to make up days

Select target groups and define criteria for inclusion

Determine additional supports needed beyond tier 1 remote learning instruction, e.g.,
additional interventions, nutrition, etc.

Prepare re-integration before introduction of physical classes

Free up resources to finance additional measures, e.g., infrastructure investment
requirements

Provide compensation for education personnel when efforts are required outside
contract time (e.g., training in holiday)

Netherlands scrapped central exams in secondary
schools for 2020, giving schools the authority to
decide on progression to the next year

Fairfax county has developed a differentiated guideline
for students in elementary school, middle school and
high school along with special guidelines for students
with special needs to reach 189.000 students through
a multi-channel approach

UAE advanced the Spring holidays by 3 weeks while
rolling out a distance learning initiative. During the
second week of this holiday, teachers were required to
follow digital training

UK defined vulnerable children as those with a social
worker and children and young people up to the age of
25 with education, health and care (EHC) plans

The Florida Department of Education is offering $200
stipends to the first 10,000 state-certified teachers
who successfully complete the virtual teacher training

e: UNESCO website, School sites, Press release
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1. What topics could be covered for teacher training?

Exhaustive . High priority . Medium priority . Low pr

Topics

Access and navigate the platform

Conduct sessions, record and post assignments (screen sharing, bringing multiple participants, etc)
Manage interactive features (breakout rooms, whiteboards, polls, etc)

Leveraging advanced features such as data collection and analysis

Navigate logistics for delivering content (mail, email, text/messages, phone call etc)

Create a virtual lesson plan for remote delivery

Create learning menu for guiding students’ day

Create and administer assessments ensuring student equity

Gamify student learning and conduct non-academic activities

Balance modes of student engagement (synchronous vs. asynchronous distribution)
Deliver lesson remotely and post effective assignments

Engage students remotely through different channels (e.g. CFU, discussions)
Differentiate engagement strategy based on student requirement

Incentivize students in a remote environment

Behavior management

jagement
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