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领导力的高低比其他任何因素都重要，它决定着事务的成败。
‘The quality of leadership, more than any other single factor, determines the success or failure of an organization’
Fred Fiedler & Martin Chemers
简介Introduction
VSO

· 英国海外志愿者服务社是一个国际发展慈善机构  VSO is an international development charity

· 英国海外志愿者服务社通过志愿者行动消除贫困  VSO works through volunteers to fight global poverty and disadvantage

· 志愿者与当地同事和社区共同合作分享技能改善生活  Volunteers work with colleagues and communities to share skills and achieve positive change together 

这次培训是为了给领导们提供一些想法，经验和新鲜讯息以帮助你们更好担任领导工作。为了让这次的培训成果另更多人收益，在用你得到的新知识开展学校工作的同时，你应该把这些知识，想法和信息讲给你的其他同事。This training has been designed to provide ideas, experience and stimuli to assist you in your role as a leader. To reap the most from your training experience, you should pass on the knowledge, ideas and information gained whilst participating to your colleagues at school. This will maximise the effectiveness of the future plans for your school.
虽然我们的培训采用的是互动、快乐有趣的方式，但这并不意味着我们所培训的内容不重要。Remember, just because we use interactive, enjoyable and fun methods, it doesn’t mean the ideas behind them are not serious.
什么是领导力？What is leadership?
领导力就是理解他人并让他人参与帮助你工作。你应该有奉献，无私，博学多才及必须完成目标的坚定意志等这些美好的品质。
‘Leadership is understanding people and involving them to help you do a job. That takes all of the good characteristics, like integrity, dedication, selflessness, knowledge, skill, as well as determination not to accept failure’
Admiral Arleigh A. Burke
1. 信仰 & 价值观 Beliefs & Values
培训目标 Aims of session
帮助你理解用其他工作方法达成自己的目标 To help you understand there are alternative ways of working to accomplish your goals.
我们都有自己的信念和价值观
信念是我们关于自己、世界上的其他人，还有我们期待事情成为什么样的假设。信念是我们对周围事情的一种思考，我们认为什么是真实的，并且希望我们的后续行为会产生什么样的结果。

价值观是我们作为个体或作为社会的一员（对诸如家庭、财富、诚实、合作、自由、创造性等）的本质的特性。 

许多教育实践是先前留下的财富，是适用于不同的领域的一种精神凝结。理所当然，我们许多人可以通过自己的经验形成我们自己的教学习惯和模式。
我们有一种倾向， “做别人已经做过的事”，而没有有意识的澄清和明确我们的价值观和信仰;也没有深思熟虑地去考察我们实践和我们价值观及信仰之间是否有一致性。当个人可以带入开
放的价值观念并且假设后面自己的思想和行动，发展相互之间信任的氛围，真正的对话就可能发生，并有机会呈现出集体学习。

信仰是我们对我们自己，或对世界上其他人以及我们期望的事情应该具有的品质的假设 Beliefs are the assumptions we make about ourselves, about others in the world and about how we expect things to be
价值是我们作为个人或社会一员所拥有的品质。比如：家庭，财富，诚实，合作，自由，创造等等。Values are the qualities we have as individuals or within a society e.g. family, wealth, honesty, co-operation, freedom, creativity, etc.
2. 交流 Communication 
培训目标 Aims of session
理解高效果以及高效率沟通的重要性 To help you understand the importance of effective and efficient communication.
什么是沟通交流? What is communication?
‘思想、消息或信息的双向交流可以通过说、信号、书写或者行动’

(http://www.answers.com/topic/communication)

你以怎样的方式和你的同事交? How do you communicate with your colleagues?

面对面 Face-to-face
邮件 E-mail
通知牌 Notice board
手机 Telephone
发短信 Text


上QQ聊天
领导视察：Visit from Leaders:
1. 从兰州来的省上的领导这周要来参观你们学校，他们想看看你们最近的成果展示。Provincial leaders from Lanzhou will visit your school this week. They want to see a display of your recent achievements.
从兰州来的省上的领导这周要来参观你们学校，他们想看看你们最近的成果展示。
2. 下周星期四早上，九点到九点半，有三位省教育局评估部门的领导要来你们学校参观。他们着重是检查学生参与当地文化艺术活动的最近成果展示。Provincial leaders from Lanzhou will visit your school this week. They want to see a display of your recent achievements. Three provincial leaders who work in the assessment department in the Lanzhou Education Bureau wish to visit your school next week, on Thursday. They will arrive between 9.00 and 9.30. They are interested in seeing a display of your recent achievements with regards to student involvement in local cultural crafts. 
哪个是最有效的交流？为什么？Which is the most effective communication? Why?

	

	

	

	

	


‘对我们说的话，听进去了一半；理解了一半的一半；只相信一半的一半的一半；仅仅记住了一半的一半的一半的一半’ 

‘We hear only half of what is said to us, understand only half of that, believe only half of that and remember only half of that’ 

Kathy Walker

3. 合作 Co-operation

培训目标 Aims of session

帮助你理解合作的重要性以及怎样积极发展合作 To help you understand the importance of cooperation and explore ways of developing it
情景 Scenario
34个六年级学生站成一圈。让这些学生手里抓住一根绳子，在绳子的一头打结。他们的任务是：每个人把自己手中的绳子传给旁边的人直到绳子的打结处回到以前的位置李明处。Thirty-four sixth-graders from a school stood in a circle. They each held part of a rope that had been tied at the ends. Their mission: pass the rope as quickly as possible so the knot goes around the circle and ends where it began, in the hands of Li Mingchu.

有的学生想顺时针传，有的想逆时针传。这时候张华大声说：“应该由李明决定，绳子的打结处在他那里。”Some of the students decided to go clockwise. Some counter-clockwise. Then, the voice of Zhang Huada, another student, rose above the discussion.

"It's Li Mingchu’s choice. He's got the knot."

其他同学都同意张华的意见。李明决定把绳子顺时针传下去。The group agreed with Zhang Huada. Li Mingchu chose to pass it clockwise. 
麦克雷戈XY理论示意图 The McGregor XY Theory Diagram










要达成有效合作，领导所必备的品质。Leadership qualities needed for effective cooperation
信任Trust 
好的领导能得到其他人的信任。但是杰出的领导不但能得到他人的信任，还能让这些人彼此信任。Good leadership is when team members trust you. But the sign of excellent leadership is when team members trust you AND each other. 
尊重Respect 
应该得到发自内心的尊重而不是得到出于畏惧领导的权利或地位表现出的尊重。Respect should be earned and not given because of status or fear.
鼓励Encouragement 
对团队的杰出表现应给予表扬，必要时给他们提供帮助。Praise your team for good work and offer them advice if they need it.

体恤Sensitivity 
如果有一名成员觉得自己人缘不好，他就很难融入这个集体，这就容易产生问题。领导应该设法为他们改变这种气氛。It may be difficult to become part of a group. If a new member does not "feel" welcome, there is a problem. Leaders must take steps to develop that atmosphere in their group.
平等的机会Equal Opportunity 
团队成员彼此信任的团队将成为最成功的团队，每个成员都应该学会认可他人并集中智慧，精力和资源共同完成任务。The group will be most successful when members rely on one another. Group members must learn to recognize and pool their talents, energy and resources to accomplish goals together. 
指派任务Empowerment  
指派任务时要注意态度和表达方式。 一个团队之所以杰出是因为成员自己想做好这件事，而不是由于别人让他们做这件事。Empowering people is about attitude and behaviour .Teams usually become great teams when they decide to do it for themselves - not because someone says so. 
物质环境Physical Climate  
· 让每个成员都有地方坐Adequate space for all members to sit 
· 桌椅的摆放要方便组员间的相互交流，便于公开讨论。Tables and chairs that are arranged so members can see one another for direct, open discussion 
房间温度适中，让所有人保持清醒。Comfortable room temperature so members stay alert 
· 房间灯光充足，以保证大家能互相看到，使用资料。Adequate lighting for seeing people and using resources 
噪音和其他干扰少。Limited noise and distraction. 
社会环境Social Climate 

社会环境与人与人的相处有关。它会影响大家的情绪。建立良好的社会环境应该从下列几点 做起：The social climate has to do with how people relate to one another. It affects their emotions. Establish a positive social environment by: 

· 彼此相互了解。询问其他成员的想法和意见。Getting to know one another. Asking members for their opinions and suggestions 
· 明确活动的目标和及开展活动的原因。Defining group goals and reasons for group activity 
· 帮助新成员适应环境使他们能尽快融入环境贡献力量。Orienting new members so they can become contributing members quickly 
4. 解决问题 Problem-Solving

培训目标 Aims of session
一些实用的建议帮助你解决在学校遇到的困难 To give practical advice to help you solve problems in your school
困难问题举例: Example problem:

一个8年纪学生最近上课注意力不集中，看起来很疲倦而且没有兴趣听课，并且开始打扰其他同学学习。

A grade 8 student has recently become unfocused. He is not participating in lessons, appears tired and uninterested and is starting to disrupt others’ leaning
工具箱 Toolkit
1：给出具体的问题（并用简洁的语言描述）
1: Identify the specific problem (and create short description).
一个学生自己不学习还打扰其他同学学习                                                                                                      A student is not learning and preventing others from learning. 

2：是什么原因造成了这种情况? 2: What are the possible causes?

青春期，和家里|监护人闹矛盾，和朋友冲突，成绩不理想，早恋，吸毒 ，网瘾                                           Puberty, conflict with family/carers, conflict with friend(s), disappointing scores, immoderate interest in opposite sex, drug-taking, immoderate interest in the internet, etc.
3：有什么方法可以解决？3: What are the possible solutions?

找该学生谈谈他的问题，找该学生家长或|监护人谈话，找该学生的朋友谈话，找该学生的老师谈话，考核该学生成绩等等。                                         Discuss the problem with the student, Discuss the problem with student’s family/carers, Discuss the problem with student’s friends, Discuss the problem with student’s teachers, assess student’s scores, etc.
4：最好的解决办法是什么？4: What's the “Best Possible Solution”? 

（从和该生老师与家长谈话后发现：该生学习成绩下降是由于在收获期帮父亲干农活太累导致的

(Information collected after talking to the student’s teachers and parents: the student’s scores have been falling because of tiredness due to the extra help he/she has to give his/her father during harvest time).
让学生和家长在学校与你开会协商解决问题的办法  Ask the student and his/her parents to attend a meeting with you at school to discuss a way forward
5: 制定一个可执行的计划 5: Create an Implementation Plan

像学生家长解释孩子学习的重要性，为孩子争取到更多的休息时间，比：让孩子每天花较少的时间干农活而且必须先把家庭作业做完。Explain to his/her parents the importance of their child’s education and negotiate for the student to have more rest e.g. he/she spends less time everyday harvesting and must complete his/her homework first.
协议的有效性应该被定期的评估和监督。把协议告诉其他科的老师，让他们协助监督学生的表现并向你反馈。This agreement should be regularly monitored to assess its effectiveness. Inform the student’s subject teachers of the agreement and allow them to help monitor the student’s progress and feedback to you.

5. 学生作品档案 Student Work Record

培训目标 Aims of session
解释学生作品档案的概念和益处To explain the concept of a Student Work Record and its benefits.
问与答A Question and Answer Session
什么是学生作品档案？What is a Student Work Record?
学生作品档案是为每名学生建立的反映他们成长足迹的个性化档案。它包括能反映学生不同技能和学习方法的作业，是一个展示学生天赋，记录他们进步的平台。It is a collection of student’s work that reveals a story about the student. It contains authentic tasks selected to capture a snapshot of meaningful applications and acquired skills. Also, it showcases students’ talents and provides evidence of their academic growth. 
什么样的作品可以被放进学生作品档案？What sort of work goes into the Student Work Record?

任何能让学生感到自豪的作品。可以是一个书面作业，一幅画，一次考试卷等。Any type of work of which the student is proud. This could be a written piece of work, a drawing, a test paper, etc.

为什么要建立学生作品档案？Why have a Student Work Record?
它可以激发学生并让他们看到自己在一段时间内的成长。It motivates students and allows them to realise their progress over a period of time.

这些作品应该被如何保存？Where will the work be kept?
最好放进档案袋内放在教室里以便翻阅。Ideally in folders in the students’ classroom for easy access.
谁来监督和管理学生作品档案？Who will monitor and organise the student work record?
由学生最终决定把什么样的作品放入文件夹里。The students will take ultimate control as they decide what will go in their folder. 
学生档案将如何建立？How will the Student Work Record be organised?

这个活动一学期举行两到三次，班主任在班会或自习课上让学生自己任选一门课的一副作品放入档案袋内。每个学生选一副作品，必要的话可以重新做一个。在作品被放入档案袋之前应在班里先展示一段时间。Twice or three times a semester, during the class meeting time/self-study time, the class teacher asks the students to select a piece of work to put in their folder. This could be from any subject. Each student selects a piece and then if necessary reproduces it. Before the work goes in the folder, it will be displayed for a period of time in the classroom.
为了更进一步发展自己，学生应该反思他们作品的质量和取得的进步。可能出现的问题有：
To further develop their achievements, students should then self-reflect upon the quality and growth of their work. Possible areas to discuss are:

为什么他们要选择这幅作品Why did you choose that specific piece of work? 

他们喜欢这幅作品的哪些地方？ What do you like about the piece of work?
你提高了哪项技能或知识？Which skills or knowledge did you develop? 

作品中有哪些优点和缺点？What are the strengths and weaknesses in the piece of work? 

你为自己设立的目标是什么？What goals will you set for yourself? 

你要怎样实现这些目标 How will you achieve your goals?
学生能将自己的档案带回家给父母看吗？Can students take the Student Work Record home to show their family?

当然可以，但最好学生每次只带一副作品回家，以防档案丢失或损坏。Yes, but it is better if students only take one piece of work home at a time, just in case the folder gets lost or damaged.
谁为学生买档案袋 Who will pay for the Student Work Record folder?

学校 The school.

学生毕业后学生作品档案该如何处理？What will happen to the Student Work Record when the students leave the school?

可以在初三毕业典礼上颁发给学生。这是学生可以在以后的生活中展示给老板/同事看的重要资料。
This can be presented to the students as part of their formal leaving ceremony in Junior 3. It is an important document that they can show to future employers/colleges. 
把学生作品档案里的内容视为可以帮助你发现学生优点和不足，以及如何帮助他们进步的资料。Think of the folder’s contents as data that can help you discover your students’ strengths and challenges and how they learn best. 
可能遇到的困难！Potential Challenges!

作为班主任，我班没有地方展示学生的作品。As a class teacher, I have nowhere to display the work in my classroom.

展示学生作品的一个很有用的办法是用“晾衣绳”，把绳子从教室的一头拉到另一头或把绳子钉在墙上或黑板上。拉5根或者6根就已经提供了足够的空间为学生去悬挂他们的作品了（用夹子或胶带固定在绳子上）。通过这种把学生作品挂在空中的方法，学生的作品就能很骄傲的被展示给所有人看，这样做也节约了教室里宝贵的地方。老师和家长们很喜欢这种做法，包括到学习检查工作的领导也很喜欢这种做法！
A great way of displaying work is to use “washing lines” across the classroom or against a wall or blackboard. If you have about 5 or 6 lines, it provides great spaces for the children to hang up their work (either with pegs or sticky tape). This way, their work is displayed proudly for everyone to see and it saves up a lot of precious classroom space by being in the air! The children, the parents and teachers love it!! Even school inspectors!!
在教室里放一块展板专门用来展示学生作品。给每个学生分一块固定区域，并让他们把自己的名字写在对应的区域里。Put up permanent display boards in the classroom which are only to be used for the Student Record Work. Students are allocated a part and write their own name in this section.  

如果你的教室实在没有地方的话，问问学校是否可以把学生作品放在门卫处或走廊上，或者在学校的展板里展示。这样不但可以吸引学校里的工作人员，而且可以给参观学校的访问者一个很好的印象。If you really have no room in your classroom, ask if you can display the work around the school; in the reception area/corridors or on the displays boards in the school playground.
This provides an attractive environment for those working in the school and also creates a very positive impression for visitors to the school.

班主任很忙，但这件工作需要很多时间去做。It takes too long to organise and class teachers are very busy.

学生自己保管档案，他们自己决定把什么放进去，展示什么。这个活动在班会或自习课上举行，
每学期只举行2到3次。班主任老师只需监管即可。The students take control of their Student Work Record. They decide what to include and display their own work. The activity takes place only twice or three times a semester in the class meeting time/self-study time. The class teachers’ role is to supervise.
学生对这个活动不感兴趣 The students will not be interested in the activity.
他们会感兴趣的！看见自己的作品在教室里展示对所有学生都是一种很大的激励。当学生翻看档案里的作品时，可以看到自己在过去一段时间里的进步，这会给学生成就感。他们也可以有机会发现自己的优点，改善缺点。Yes they will! Seeing your work displayed around the classroom is a great motivator for all students. It is also gives students a sense of achievement when they look back in their folders and see the progress they have made over a period of time. Student Work Folders, when used in reflection, provide students with the opportunity to identify and address their strengths and weaknesses. 
6. 社会力量的参 Community Involvement
培训目标 Aims of session
让你了解在学校动用社区力量对学生的好处 To help you appreciate the benefits to students of having your local community involved with your school
在社区中的个人和团体哪个学校尝试的去连接他们？用以下的标题，并且做一张图表：
Who are the individuals and groups in the community which schools could try to link with? Use the following headings, and make a chart:
· 谁？Who?

· 可能的活动？Possible activities?

· 益处？Benefits?

可能的回答：Possible answers:

· 当地商人 (工作经历; 升学辅导讲座) Local businesses (work experience; careers talks)

· 医院 (学校为了健康话题参观) Hospitals (school visit for health talks)

· 农村 (在收获期帮助农民) Farmers (helping with the harvest)

· 老人 (帮助做家务，或者帮助采购 ) Old people (help around the house, or with shopping)

· 环境保护局 (专家谈话; 清理外部环境) Environmental protection bureau (talks by experts; cleaning up outside areas

· 慈善 (筹集资金，为当地事项) Charities (raising money for a local cause)

· ？？？ 

学校开放日A school open day
· 什么是学校开放日？——父母/监护人和当地社区有机会去参观学校并了解他们的孩子在学校里如何学习，学习什么？What is it? – When parents/carers and the local community have the opportunity to visit your school and find out what and how their children learn.

· 学校需要做些什么？——组织一些有趣的活动。What does the school need to do? - Organise some fun activities.

· 学生要做什么？——在学校开放日当天，带领父母/监护人熟悉学校，并帮助学校不同的部门完成接待工作。What do the students do? - Show parents/carers around and help within the different departments on the day itself.

· 学校如何获知家长/监护人的技能呢？——为家长/监护人专门设置一个接待处，那样他们可以告诉学校他们有着怎样的技能或者特长。How can the school find out about the skills of the parents/carers? - There could also be an area for the parents/carers to visit so they can inform you of any skills/areas of expertise they may have.
· 学校会从中受到什么样的益处？——有些家长可能有书法特长或者乐器方面的特长，学校就可以邀请这些家长与学生座谈，给学生讲职业规划的相关知识或他们的工作经验。What benefits could this bring to your school? - There could be some parents who have good calligraphy skills or play musical instruments. You could then invite them to the school to do a workshop with groups of students or give careers advice/work experience.

尽管每个人都可以从社区参与这一活动中受益，但大多数学校，甚至一些好学校在这方面都做的不是太好。Community Participation is an area which most schools, even the better ones, fail to do well in, despite the benefits it brings to everybody.

今天的培训之后，请认真考虑我们讨论过的新想法，试着先做其中的一个。这样做，大家都是赢家！After today’s training, consider one of the ideas that we have talked about and try it.

By doing so everyone is a winner!

“在这个复杂的世界里,一所好的学校要花费更多来教育学生。而一个好的家庭也要花费很多心思。” 
In this complex world, it takes more than a good school to educate children.”
Dorothy Rich
7. 建立目标和评估Target Setting & Evaluation
请在下面写出你的个人目标：Please write your personal targets below:
	

	

	

	

	

	

	


………………………………………………………………………………………………………………
姓名Name …………………………………..
校名School Name ……………………………….
	

	

	

	

	

	


Ｘ理论－专制的，采取高压手段严格管理，不能发展。产生局限而压抑的文化


Theory X - authoritarian, repressive style.  Tight control, no development.  Produces limited, depressed culture.








管理者


Management








“X”理论


 ‘Theory X’








工作人员


Staff








Ｙ理论－自由可发展的管理，给予自主权和相应的责任使工作人员取得成绩并不断进步


Theory Y - liberating and  developmental.  Control, achievement and continuous improvement achieved by enabling, empowering and giving responsibility.








工作人员


Staff








“Y”理论


 ‘Theory Y’








管理者


Management
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