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DOCUMENT SUMMARY 
 
This document – Intellectual Output 3, ‘Guidelines for the Implementation of Permanent 
TEACHER+ Soft Skill Laboratories in Europe’ – sets out a methodology and implementation plan 
to support the acquisition by teachers of key ‘soft skills’ necessary to help them mitigate and 
manage the ‘stress incidents’ that are part of the daily routine of life both inside and outside the 
classroom. It is split into four main parts: 

Part 1 – Introduction – sets the scene for IO3, focusing on the background and context of 
Teacher+; the methodology used to develop the Intellectual Output; how the methodology was 
implemented and the results. 

Part 2 – Transferability Toolkit – provides a Handbook to support the design, set up, running and 
replication of ‘Soft Skills Labs’ and the delivery of the Teacher+ programme 

Part 3 presents a plan for the sustainability of Teacher+ and its results going forward 

The concluding section – Part 4 provides policy recommendations to support Soft Skills Labs and 
the Teacher+ programme.  



 5 

 
1. Introduction 
 

1.1 About this Document 
This document – Intellectual Output 3, ‘Guidelines for the Implementation of Permanent 
TEACHER+ Soft Skill Laboratories in Europe’ – sets out a methodology and implementation plan 
to support the acquisition by teachers of key ‘soft skills’ necessary to help them mitigate and 
manage the ‘stress incidents’ that are part of the daily routine of life both inside and outside the 
classroom. IO3 is the final output of the Teacher+ project, which was funded under the European 
Union ‘Erasmus+’ programme. Teacher+ aims to support the professional development of 
teachers by strengthening their interpersonal communication, conflict management and 
leadership, collaboration and relationship management competences through a training 
programme combining e- learning, micro-learning and gaming. The programme was piloted and 
trialed with almost 500 teachers across four European countries. IO3 takes the results and 
learning from the evaluation of the programme piloting and trials, as well as the research carried 
out on teacher professional development needs in the early phase of the project, to set out the 
policy and operational conditions under which the Teacher+ model could be delivered through 
European ‘Soft Skills Laboratories’.  It also sets out proposals for the sustainability o f Teacher+ 
going forward. 

The objectives of IO3 are: 

• to make teachers more aware of the importance of communication and collaboration in order 
to guarantee quality teaching and quality learning, 

• to offer teachers the opportunity of training themselves using tools that have been created 
through the TEACHER+ project, 

• to encourage the sharing of knowledge of critical incidents and the generation of shared 
solutions in order to better manage these critical incidents, 

• to encourage the creation of new training resources by the teachers themselves, 
• to encourage teachers to become part of networks outside their own schools, participating and 

sharing information through local, interschool groups and 
• to extend the online training activity online to include face-to-face seminars and training events 

at a local level. 

 

1.2 Structure and Content of this Document 
This document is comprised of four sections: 

• Section 1 – this Section – provides the background and context to the development of IO3. It 
sets out the approach and methodology applied in IO3, including how the Teacher+ training 
programme was evaluated and the key findings of the evaluation, as well as the results of 
participatory needs analysis research carried out with teachers to establish the demand for, 
and design of, Soft Skills Laboratories. 

• Section 2 takes the key results of the Teacher+ preliminary research, evaluation and 
participatory needs analysis research and applies them to develop a ‘Transferability Toolkit’ 
for Teacher+, focusing in particular on how to design and set up Soft Skills Labs to deliver the 
Teacher+ programme. 

• Section 3 presents the sustainability plan for Teacher+ 
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• The concluding section – Section 4 – presents policy recommendations that need to be in 
place to enable Soft Skills Laboratories to take off and thrive in Europe. 
 

1.3 Approach and Methodology 
The approach to developing IO3 is summarised in Figure 1. 

 
Figure 1: IO3 Methodology 

 
As Figure 1 shows, the IO3 development methodology combines three stages. 

Stage 1: Evidence gathering and integration. This stage lays the foundations for design and 
development of the Transferability Toolkit, Sustainability Plan and Policy recommendations 
through gathering, analysing, triangulating and integrating available evidence. The evidence is 
drawn from three sources. First, reviewing the results of preliminary research carried out in the 
first phase of Teacher+. Second, collecting and analysing data on the project evaluation, including 
‘process’ and ‘summative’ evaluation. Third, collecting and analysing data on needs, demand and 
features of the proposed Soft Skills Laboratories. The preliminary research involved Focus 
Groups with 64 teachers and interviews with 28 student, parents and other stakeholders to identify 
the ‘critical incidents’ teachers had to deal with in their routine practice around conflict, 
communication and relationships. The evaluation entailed collecting and analysing both ‘process’ 
data – how Teacher+ delivered on its objectives and targets – and ‘summative’ (or outcomes) 
data – the extent to which Teacher+ provided benefits for teachers and other stakeholders.  The 
participatory research aimed at ‘co-creating’ a design for the proposed Soft Skills Laboratories. It 
combined a teacher survey  with a focus group and structured interviews, focusing on the need 
and demand for Soft Skills laboratories; how they should be set up and what kind of support 
services they need.  

Stage 2: Design and development. This stage applied the results from stage 1 to define the 
'Ten Steps to Transferability' needed to deliver the Teacher+ programme across a range of 
settings, and to support teachers in their continuing professional development by acquiring the 
necessary competences to manage ‘stress incidents’ in their practice. It also used the Stage 1 
results to design the financial and operational aspects for sustainability needed to scale Teacher+ 
up and out, as well as the policy recommendations that would more broadly support Soft Skills 
Labs going forward. 

Stage 3: Validation. This final stage in the approach starts with the production of the draft version 
of IO3. Subsequent rounds of validation activities – including partner peer review, and review by 
teachers of the draft – lead to refinements and improvements in the finished product. 
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The following sections present the results of the Stage 1 activities, focusing on the project 
evaluation and the participatory research with teachers. 

 

1.4 Teacher+ Evaluation and Key Findings 
1.4.1 Evaluation methodology 
The overall approach applied in the Teacher+ evaluation is based on ‘theory-driven’ evaluation 
and an adaptation of the ‘realist evaluation’ methodology (Pawson, 2006) 1. This looks at how 
something is supposed to work, with the goal of finding out what strategies work for which people, 
in what circumstances, and how. A realist approach is theory-based and is essentially about 
testing a theory about what ‘might cause change’, even though that theory may not be explicit.  
One of the tasks of a realist evaluation is therefore to make the theories within an intervention 
explicit, by developing clear hypotheses about how, and for whom, projects and programmes 
might ‘work’.  The implementation of the project/programme, and the evaluation of it, then tests 
those hypotheses. 

A key tool in carrying out realist evaluation is ‘Theory of Change’. Theory of Change tells the 
project ‘story’ – from the ‘presenting problem’ it addresses through to the change it hopes to make 
on that problem at the end of the project and beyond (i.e. the project’s expected ‘impacts’).  Theory 
of Change gives us a framework for the evaluation because it makes the theories within the 
Teacher+ project explicit, by developing clear hypotheses about how, and for whom, Teacher+ 
might ‘work’.  The implementation of the project, and the evaluation of it, then tests those 
hypotheses and, if necessary, revises them in light of evaluation evidence. This means collecting 
data, not just about intervention impacts, but also the processes of the intervention 
implementation.  A simplified Theory of Change for Teacher+ is shown in the diagram below 
(Figure 2).  

Theory of Change maps the project ‘change journey’ so we can see the connections between the 
‘presenting problem’ it wants to solve, the expected impact on that problem at project end and 
everything that’s supposed to happen in between. It sets out the presenting problem Teacher+ 
wants to address, i.e.: 

• Managing relationships, communication and conflict is a major cause of teacher stress 

and ends with the change the project wants to make to this problem after it has completed its 
journey – in other words the expected impacts Teacher+ will achieve at project end, i.e.: 

• Improved teaching outcomes 
• Greater student involvement 
• Increase in organisational efficiency 
• Improved teacher training. 

 

 
1 Pawson R, Greenhalgh T, Harvey G, Walshe K. (2005),  Realist review--a new method of systematic review designed for complex policy 

interventions. J Health Serv Res Policy. 2005 Jul;10 Suppl 1:21-34. 

http://www.ncbi.nlm.nih.gov/pubmed?term=
http://www.ncbi.nlm.nih.gov/pubmed?term=
http://www.ncbi.nlm.nih.gov/pubmed?term=
http://www.ncbi.nlm.nih.gov/pubmed?term=
http://www.ncbi.nlm.nih.gov/pubmed/16053581
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Figure 2: Teacher+ Theory of Change 

 
To get from presenting problem to expected impacts, Teacher+ carries out activities – for 
example carrying out a teacher needs analysis. 

These activities lead to the production of outputs such as the online training programme. 

The utilization of these outputs lead to immediate outcomes (changes in awareness and 
increased knowledge), for example raised awareness of and a positive attitude to relationships 
and collaboration. 

These immediate outcomes lead to intermediate outcomes (changes in behaviour and 
structures), for example teachers apply their Increased  interpersonal, communication and conflict 
management skills in their practice. 

Ultimately, these outcomes, combined together, will lead to the longer term impacts Teacher+ 
aspires to. In particular theory of change looks to identify and understand ‘mechanisms’  – the 
combination of factors which operate in particular contexts to generate outcomes of interest 
((Befani, 2012).2 Essentially mechanisms describe how the use of Teacher+ resources – e.g. the 
training programme – by project participants changes their ‘reasoning’ and how this ultimately 
leads to changes in behaviour, practices and systems. 

This Theory of Change shapes all the evaluation activities implemented in the project and the 
methods and tools these activities apply. The main objectives of applying Theory of Change are: 

• To assess to what extent Teacher+ achieved its expected outputs and outcomes 
• To assess whether these outcomes are ‘caused’ by the activities carried out in Teacher+  
• To assess to what extent Teacher+ progressed along its planned ‘change journey’ 
The next section explores these objectives in more detail by presenting the key findings of the 
evaluation. 

 
2  Befani, B. (2012) ‘Models of Causality and Causal Inference’, in E. Stern, N. Stame, J. Mayne, K. Forss, R. Davies and B. Befani (eds), Broadening 

the Range of Designs and Methods for Impact Evaluations, DFID Working Paper 38, London: Department for International Development 
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1.4.2 Evaluation key findings 
Outputs analysis 
The initial part of the evaluation analysis explores the extent to which Teacher+ delivered on its 
key outputs. This can be measured by three key variables which compare the actual project 
progress against targets (Table 1). 

 
Output Target Actual 

Training programme participants 300 494 

Social media/website contacts 2000 2876 

N. participants Multiplier Events 230 806 

Table 1: Teacher+ Outputs analysis 
 

As Table 1 shows, one ‘delivery’ indicator is applied in the outputs analysis – the number of 
teachers recruited to the Teacher+ training programme, and two ‘engagement impact’ indicators 
– number of social media contacts, number of visits to the project website and number of 
participants in the Teacher+ multiplier events. A global target of 2,000 contacts was set for website 
visits, social media contacts and distribution of project newsletters combined. On these measures: 

• Teacher+ recruited 494 teachers to its training programme, exceeding its training programme 
participant target of 300 by 64%. 

• The project exceeded its social media/website engagement target by 44%  
• With a total of 806 people, Teacher+ achieved a multiplier event participation level three and 

a half times greater than the target set. 
Outcomes analysis 
The outcomes analysis draws on three main data sources: 

• Statistical analysis of participation data, using recorded recruitment and retention statistics, 
together with analysis of the use of the online Teacher+ training platform 

• A ‘pre-test/post-test’ survey of training programme participants, measuring their self-reported 
level of competences in the three Teacher+ key competence areas of interpersonal 
communication, conflict management and leadership, collaboration and relationship 
management before and after participating in the Teacher+ training programme 

• Qualitative feedback from training programme participants and stakeholders collected through 
interviews. 

 
Table 2 summarises the results of the analysis of training programme participation data. 
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Country enrolled inactive active 
1% to 69% 
completed 

70% to 99% 
completed 

 100% 
completed 

UK 26 7 19 15 3 1 

Italy 94 31 63 8 22 33 

Spain 201 82 119 45 18 56 

Greece 173 70 103 7 5 90 

Total 494 190 304 75 48 180 

Table 2: Teacher+ training programme participation analysis 

Table 2 shows: 
• 494 teachers were enrolled on the training programme. Of these 39% remained inactive – i.e. 

were not recorded as using the training platform – over the duration of the programme, whilst 
61% were active participants in the programme 

• 75 teachers – that is 15% of the total enrolled and 25% of active participants – completed up 
to 70% of the course 

• 48 teachers – that is 10% of the total enrolled and 16% of active participants – completed up 
to 99% of the course 

• 180 teachers – that is 36% of the total enrolled and 60% of active participants – completed all 
of the course. 

The analysis suggests that the training programme was delivered successfully. Over two thirds of 
those teachers who enrolled completed at least part of the course, and one third fully completed 
the course. Just under half of those teachers who enrolled on the course completed at least 70% 
of the course and three quarters of the teachers who were actively participating in the programme 
completed at least 70% of it. 

Some variations between participating countries were highlighted by the analysis on course 
participation and completion rates, as shown by Figures 3 and 4. 
 
 

 
Figure 3: Course participation rates by country 

0% 20% 40% 60% 80% 100%

UK

Italy

Spain

Greece

Total

%

Course participation rates by country

active Inactive



 11 

As Figure 3 shows, course participation rates were highest in the UK and then Italy, and lower in 
Spain and Greece. 

 

 
Figure 4: Course completion rates by country 

 
As Figure 4 shows, the proportion of teachers completing the Teacher+ course was highest in 
Greece and Italy and lowest in the UK, with only a 5% completion rate. The UK shows a much 
higher proportion of teachers completing up to 70% of the course compared to the other countries. 

How did course participation affect the acquisition of competences in the three Teacher+ key 
areas of interpersonal communication, conflict management and leadership, collaboration and 
relationship management? To assess this the evaluation included a pre-test/post-test’ survey of 
training programme participants, measuring their self-reported level of competences in the three 
Teacher+ key competence areas before and after participating in the Teacher+ training 
programme. The survey asked enrolled teachers to rate their level of competence on a five point 
scale from very low to very high on 9 competences: Empathy, Social responsibility and 
Intercultural communication (Area 1: interpersonal communication); Emotional self-awareness,  
Assertiveness and Self-confidence (Area 2: Conflict management): Integrity, Resilience and 
Initiative (Area 3: Leadership, collaboration and relationship management). The survey involved 
teachers who were actively involved in the course. 325 teachers completed the pre-test survey 
and 213 teachers completed the post-test survey.  

The survey was set up to try to capture both immediate and intermediate outcomes. To cover 
immediate outcomes - changes in awareness and increased knowledge -  teachers were asked 
to rate their level of knowledge and understanding of a competence. To illustrate, the 
competence level for ‘empathy’ was assessed on the question “How would you rate your level of 
knowledge and understanding of empathy in a teaching context? For example: Being able to 
recognise other people’s emotions and imagining what someone else might be thinking or 
feeling.” 
To cover intermediate outcomes - changes in behaviour and structures -   teachers were asked 
to rate their ability to apply their understanding of a competence in their teaching practice. So, for 
the ‘empathy, competence, teachers were asked to respond to the question “How would you rate 
your ability to apply understandings of empathy in your teaching  practice? For example: Being 
able to step into the shoes of a student who is withdrawn and unresponsive in class and changing 
your teaching practice to help them”. Since it was not possible in the project time-frame to carry 
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out a longitudinal survey of the teachers who took part in the training course – i.e. rating their 
actual application of the Teacher+ competences in their real life practice at a point in the future - 
the ‘application’ responses can be seen as a surrogate for behavioral outcomes. 
Figure 5 shows the results of the analysis of teacher responses on the ‘knowledge and 
understanding’ element of the evaluation. The figure shows teachers’ aggregate mean score (out 
of a maximum 5) for each of the nine Teacher+ competences before and after participating in the 
training course. 

 

 
Figure 5: Changes in competence levels on knowledge and understanding 

 
Figure 5 shows: 

• Across all nine competences, participating teachers improved their competence levels in terms 
of knowledge and understanding following participation in the Teacher+ training course. These 
increases in competence levels were all statistically significant, with p values at or significantly 
below 0.05 following a students t-test comparing mean levels before and after training (using 
a ‘matched pair’ design involving 161 teachers). 

• The largest increases in competence levels were recorded for the ‘initiative’ competence (an 
average aggregate increase of 20%); the ‘assertiveness’ competence (an average aggregate 
increase of 16%) and the ‘emotional self-awareness’ and ‘self-confidence’ competences  (an 
average aggregate increase of 15%). 

• The smallest increases in competence levels were recorded for the ‘empathy’ competence (an 
average aggregate increase of 10%); the ‘integrity’ competence (an average aggregate 
increase of 10%) and the ‘social responsibility’ competence  (an average aggregate increase 
of 7%). 

Figure 6 shows the results of the analysis of teacher responses on the ‘application in teaching 
practice’ element of the evaluation. The figure shows teachers’ aggregate mean score (out of a 
maximum 5) for each of the nine Teacher+ competences before and after participating in the 
training course. 
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Figure 6: Changes in competence levels on application in teaching practice 

 
Figure 6 shows: 

• Across all nine competences, participating teachers improved their competence levels in terms 
of application in teaching practice following participation in the Teacher+ training course. These 
increases in competence levels were all statistically significant, with p values at or significantly 
below 0.05 following a students t-test comparing mean levels before and after training (using 
a ‘matched pair’ design involving 161 teachers). 

• The largest increases in competence levels were recorded for the ‘self-confidence’ 
competence (an average aggregate increase of 20%); the ‘inter-cultural communication’ 
competence (an average aggregate increase of 19%) and the ‘emotional self-awareness’ 
competence  (an average aggregate increase of 18%). 

• The smallest increases in competence levels were recorded for the ‘assertiveness’ 
competence (an average aggregate increase of 12%) and the ‘empathy’ competence (an 
average aggregate increase of 10%). 

As the analysis shows, although participating teachers significantly improved their knowledge and 
understanding in the three Teacher+ competence areas as a result of the training programme, 
their capacity to apply this knowledge and understanding in teaching practice increased even 
more – by 15% on aggregate overall compared with 13%. This supports the contention that the 
Teacher+ programme has the potential to positively change teaching behaviours and, hence, 
outcomes. 

When knowledge and understanding are combined with application in teaching practice, the 
analysis reinforces the picture of positive outcomes across the board, as shown by Figure 7, which 
compares teachers’ aggregate competence scores (combing all 9 competences) before and after 
participation in the training programme. 
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Figure 7: Teachers combined mean competence scores before and after training 

 
As Figure 7 shows, the mean aggregate competence score, combining knowledge and 
understanding with application in teaching practice for all nine Teacher+ competences, increased 
from 68 to 78 after training – an increase of 15%. 

Some differences were recorded in training outcomes between the participating countries, as 
Table 3 shows. 

 
 

ES EL IT UK All  
average score pre-test 3.7 4.0 3.6 3.4 3.8 
average score post-test 4.4 4.4 4.0 4.4 4.3 
% change average score 20.3 9.4 11.8 29.0 13.7 
average tot score pre-test 65.4 73.2 65.2 62.0 68.2 
average tot score post-test 79.0 79.0 72.4 80.0 77.6 
% change mean tot score 20.8 8.0 11.0 29.0 13.8 

Table 3: Country comparison, training outcomes 
 
As Table 3 shows, teachers from Greece recorded the highest average competence level – this 
takes the mean across all 9 competences - before the training programme was launched, with 
UK teachers recording the lowest level. All teachers subsequently improved their overall 
competence level as a result of participating in the training programme, with UK teachers 
recording the biggest average improvement. This pattern is the same when aggregate 
competence levels – combining average scores across all 9 competences – are compared, with 
UK teachers recording the biggest improvement. This suggests that the Teacher+ training 
programme is effective at ‘boot-strapping’ competences from a lower than average baseline. 
The positive outcomes identified through the teacher survey are reinforced by the results of the 
interviews carried out with participating teachers and other stakeholders. Overall, there was 
strong endorsement of the training programme’s usefulness, usability and comprehensiveness 
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expressed by respondents, together with positive comments made about the training experiences, 
as the following extracts from interview transcripts show: 

“Most of them liked it, liked that it was self-paced, felt there were excellent resources 
and links, and that it helped them expand their views - so we really enjoyed that and 
having in-person sessions to discuss it. “ (UK, course trainer) 
“I really enjoyed the course because I found it completely in line with some of the 
teachings in formal teacher training courses. In addition, it offers many bibliographic 
references! In short, it was complete harmony. I found the subdivision into lessons and 
the reinforcement quiz at the end of each of each lesson very effective”.  (IT, 
participating teacher) 

“I found the course very appropriate and interesting. I have learned about topics that I 
have not heard about at university and I think they are fundamental, so I am very 
grateful to have signed up for this course”. (ES, participating teacher) 

 
The Teacher+ ‘change journey’ 
Returning to the starting point of the evaluation – the Teacher+ ‘Theory of Change’, what do the 
evaluation results tell us about how far the project has travelled on its ‘change journey’? As noted 
above in the ‘evaluation methodology’ section, to answer this question we need to look at the 
‘primary mechanism’ that underpins the project Theory of Change and, in particular, make a 
judgement, based on the evaluation evidence, as to whether the ‘resources’ developed and 
applied in Teacher+ had the effect of changing the ‘reasoning’ of participants, which in turn led to 
changes in behaviours and structures.  

The ‘primary mechanism’ of Teacher+ is summarised in the box below. 

 
Teacher+ ‘Primary Mechanism’ 
School teachers across Europe are routinely confronted by issues  – both inside and outside 
the classroom – around challenging, inappropriate, confrontational and disruptive behaviour. 
These issues add to the stresses teachers face and have a negative impact on their teaching 
practice. This negative impact in turn ultimately impacts on learning outcomes for their students 
because of factors like students being exposed to negative role models and behaviours, 
stressful effects on the school atmosphere, and time being diverted from teaching to issue-
solving. Teachers don’t have sufficient competence in key ‘soft skills’ areas to manage these 
issues and challenges effectively. If more evidence was collected on the characteristics of these 
issues and challenges, how they occur, and what are the most effective ways of dealing with 
them, a competence framework could be developed that shows what teachers need to learn to 
manage these ‘stress incidents’ more effectively. This competence framework can then be used 
to develop a training programme that fits not only teachers’ needs for the right competences to 
address the stress incidents that are likely to occur, but fits their work and lifestyle – including 
accommodating the time pressures they are subject to, and supporting them to be able to apply 
new skills in real teaching situations. Through participating in this training programme, teachers 
acquire the soft skills they need, and the capacity to adjust their teaching practice to manage 
stress incidents. In the longer term, a core base of teachers trained in interpersonal, conflict 
management and leadership skills develops which, in turn, leads to better teaching, better 
learning outcomes for students and improved quality of teaching within the school institution 
across Europe. 
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Table 4 unpacks the component parts of this primary mechanism; sets out the requirements 
needed to demonstrate they work and reviews the evidence in support of each component.  

 
Component Requirements Supporting evidence 
Presenting problem Evidence of widespread 

incidence of critical incidents in 
schools that lead to stress 

92 teachers, students, parents 
and other stakeholders 
participate in collaborative 
research. 51 different ‘critical 
incidents’ identified that reveal 
routine stress in teaching 
environment 

Resources Activities carried out that 
produce resources that meet 
teachers’ needs to better 
manage stress situations 

Evidence-based competence 
framework produced that 
covers 3 key competence 
domains, mapped to the critical 
incidents: inter-personal skills; 
conflict management; 
relationship handling. Online 
training programme developed 
mapped to competence 
framework that uses ‘micro-
learning’ to address teacher 
time constraints and interactive 
game that simulates real stress 
incidents teachers likely to face 

Target group 
participation 

300 teachers enrol on the 
course 

494 teachers enrolled on the 
course 

Immediate outcomes Participating teachers increase 
their awareness of stress 
incidents in school. 
Participating teachers acquire 
skills to manage stress 
incidents 

Across all nine competences, 
participating teachers improved 
their competence levels in 
terms of knowledge and 
understanding following 
participation in the Teacher+ 
training course. These 
increases in competence levels 
were all statistically significant 

Intermediate outcomes Participating teachers increase 
their capacity to apply stress 
incident management 
competences in their practice 

Participating teachers improved 
their capacity to apply Teacher+ 
competences in teaching 
practice by 15% on aggregate  

Impacts Longer term, increased 
interpersonal, conflict 
management and leadership 
skills lead to better teaching, 
better learning outcomes for 
students and improved quality 
of teaching within the school 
institution across Europe. 

806 participants at Teacher+ 
Multiplier events disseminate 
learning from programme and 
support scaling up and out 

Table 4: Teacher+ primary mechanism analysis 
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As Table 4 shows, there is strong evidence to suggest that this ‘primary mechanism’ holds true. 
With regard to the ‘presenting problem’ Teacher+ aims to address, the research phase in 
Teacher+ entailed extensive participatory research with four key user groups: teachers, student, 
parents and other stakeholders (e.g. school governors) to explore the central hypothesis – and 
‘presenting problem’ of the project: that managing relationships, communication and conflict is a 
major cause of teacher stress.  

 This research and its results is presented in detail in Teacher+ IO1-1: Report on Teachers’ 
training needs. A key objective of this research was to identify the ‘critical incidents’ teachers had 
to deal with in their routine practice. The research involved Focus Groups with 64 teachers and 
interviews with 28 student, parents and other stakeholders. These focus groups and interviews 
worked with the user groups to identify the key incidents that take place around conflict, 
communication and relationships; where they take place; who is involved; what happened; the 
action take to resolve the incident; the feelings associated with the incident and how it could have 
been better handled. From this research more than 51 different ‘critical incidents’ associated with 
stress situations were identified and analysed. The analysis showed that these stress situations 
are a routine part of everyday teaching practice. They create difficult and stressful situations that 
teachers are obliged to deal with and they require skills – mainly in the three areas of interpersonal 
communication, conflict management and leadership and collaboration – that most teachers do 
not have at the level they need.  

The evidence therefore supports the central proposition and presenting problem specified in the 
Teacher+ theory of change.  

These research results fed into the production of a competence framework and pedagogic 
approach that covers three key competence domains, mapped to the critical incidents: inter-
personal skills; conflict management; relationship handling. An online training programme was 
developed mapped to competence framework that uses ‘micro-learning’ to address teacher time 
constraints and interactive game that simulates real stress incidents teachers are likely to face in 
the everyday practice. 494 teachers enrolled on the course and over 60% completed at least 70% 
or more of the course.  Evaluation evidence suggests that across all nine Teacher+ competences, 
participating teachers improved their competence levels in terms of knowledge and understanding 
following participation in the Teacher+ training course. These increases in competence levels 
were all statistically significant. In turn, participating teachers improved their capacity to apply 
Teacher+ competences in their teaching practice by 15% on aggregate. 

It would appear therefore that Teacher+ has progressed significantly along its ‘change journey’. 
The package of evidence-based inter-personal skills; conflict management and relationship 
handling competences embedded in an innovative on-line training course using ‘micro-learning’ 
and interactive gaming – the project ‘resources’ – led to significant benefits in terms of increased 
understanding, awareness and skills, and, subsequently led to improved capacity to apply these 
understandings and skills in teaching practice. Although it is not possible in the time frame of the 
project to assess the effects of this improved practice on quality of learning outcomes at the 
macro-level, the indications are that Teacher+, through its dissemination activities, has the 
potential to lay the foundations for supporting large scale improvements in quality of teaching 
within the school institution across Europe. 

Implications for developing Soft Skills Laboratories 
The key implication of these evaluation results for the Teacher+ objective of promoting the 
development of soft Skills Laboratories to further promote the scaling up and out of the training 
programme is that the evaluation has made the case in support of these Laboratories. There is 



 18 

clearly a need for increasing teachers’ inter-personal skills; conflict management and relationship 
handling competences. There is obviously demand within the teaching profession for continuing 
professional development that can support the acquisition of these competences, and there is 
strong evidence that the Teacher+ training model works. In the following section we look at the 
evidence on the need for Soft Skills Laboratories themselves, and what form they could take.  

 

1.5 Key findings from participatory research with teachers 
As noted above in Section 1.4, teachers were engaged in participatory research aimed at ‘co-
creating’ a design for the proposed Soft Skills Laboratories. The research combined a survey  (57 
respondents) with a focus group (22 participants) structured interviews (5). 

The teacher survey focused on the following questions: 

• Whether teachers think Soft Skills Labs are a good idea 
• Which form should the Labs take 
• Whether respondents’ schools would be likely to host a Lab 
• What kind of support would be needed to run the Lab 
• Whether teachers would be willing to support Lab operations by contributing their own 

experiences of managing challenges. 

Figures 8 and 9 show the extent of demand from teachers for Soft Skills Labs. 

 

                   
    Figure 8: Is a Soft Skills Lab a good idea    Figure 9: If Lab hosted 
 
As Figure 8 shows there was unanimous support from the teachers survey responses for the idea 
of a Soft Skills Lab, with 96% supporting the idea and 4% responding ‘don’t know’. However, 
although no respondents said they though their school would not host a Lab, almost 90% were 
unsure, mainly because of the question of who would pay for the Lab services. 

Figures 10 and 11 show how the teachers who participated in the survey see the form Soft Skills 
Labs should take and how their services should be delivered.  
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Figure 10: Form Labs should take   Figure 11: Delivery options 

 
As Figure 10 shows, the majority of teachers surveyed thought the Lab should take the form of a 
mix of physical infrastructure – i.e. occupying a geographical location – and online support 
services. As Figure 11 shows teachers views on how the Lab services should be delivered varied. 
Whereas 10% thought Labs should support teachers remotely, as autonomous learners, just over 
a quarter thought Lab services should be delivered through a school unit; a similar proportion 
thought they should be delivered through a local education agency or through a pan-European 
agency, and 15% through a national agency. 

Figures 12 and 13 show what kind of support the teachers who participated in the survey think 
the Labs would need, and the extent to which they would be willing to collaborate in expanding 
the Lab knowledge base. 

 

      
Figure 12: Lab support needed        Figure 13: Exchange experiences 

 
As Figure 12 shows the teachers surveyed think that Labs should be supported in two main areas: 
providing management structures, systems and tools and providing financial support. A range of 
‘other’ support areas were also cited by participating teachers, the most important being helping 
Labs with technological support.   

A key element of the Soft Skills Lab concept is the contribution to be made by teachers to the 
evolution of the Labs as ‘co-developers’ of knowledge, learning and support. The idea is that 
teachers become active contributors to an evolving knowledge base of ‘stress incidents and how 
to survive them’ by sharing heir own experiences. As Figure 13 shows, a large majority of the 
teachers surveyed – 74% - indicated their willingness to play this role. 
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The findings from the survey were broadly supported by analysis from the focus group and 
interviews carried out with teachers. These followed the format of the survey by asking questions 
around need for the Labs, the form they should take, the support services they needed and 
whether teachers would be willing to contribute their experiences.  Respondents were also asked 
to highlight the challenges to setting up Soft Skills Labs.  

In line with the survey, the overwhelming message from the focus group and interviews was that 
in principle Soft Skills Labs are a good idea. However, a number of challenges were highlighted 
that need to be overcome. The main challenges identified cover: getting school management to 
buy into the idea and support it; ensuring time and space is built into the school bureaucracy and 
timetable to allow the Labs to function effectively and ensuring that teachers get training to be 
able to use Lab online features – as well as IT back up. As noted above, a key challenge 
highlighted by teachers is a financial one. As well as it being felt there needed to be more clarity 
about who would pay for Lab set up and operational costs teachers made it clear that their use of 
the Labs would need to be financially guaranteed, i.e. teachers would not be willing to sacrifice 
their own time (and bear the ‘opportunity cost’) to get professional development through the Labs. 
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2. Transferability Toolkit 
 

Introduction 
About TEACHER+  
TEACHER+ - Developing teachers’ soft skills to enhance their professionalism and educational 
performance and support organisational wellbeing at school’ -  is a project funded by the EU 
‘Erasmus+’ Programme.  

Teacher+ aims to support the professional development of teachers by strengthening their 
interpersonal communication, conflict management and leadership, collaboration and relationship 
management competences through a training programme combining e- learning, micro-learning 
and gaming. The programme was piloted and trialed with almost 500 teachers across four 
European countries. This Toolkit takes the results and learning from the evaluation of the 
programme piloting and trials, as well as the research carried out on teacher professional 
development needs in the early phase of the project, to set out the policy and operational 
conditions under which the Teacher+ model could be delivered through European ‘Soft Skills 
Laboratories’. 
 

About this Toolkit 
The TEACHER+ Transferability Toolkit aims to help future users of the TEACHER+ programme 
access and use its tools and content. It’s essentially a ‘User Manual’ for the TEACHER+ 
programme that provides Guidelines, procedures, tools and practice examples to support the 
successful transferability and implementation of the programme within ‘Soft Skills Laboratories’. 
The main objectives of Soft Skills Laboratories are: 

• to make teachers more aware of the importance of communication and collaboration in 
order to guarantee quality teaching and quality learning, 

• to offer teachers the opportunity of training themselves using tools that have been created 
through the TEACHER+ project, 

• to encourage the sharing of knowledge of critical incidents and the generation of shared 
solutions in order to better manage these critical incidents, 

• to encourage the creation of new training resources by the teachers themselves, 
• to encourage teachers to become part of networks outside their own schools, participating 

and sharing information through local, interschool groups and 
• to extend the online training activity online to include face-to-face seminars and training 

events at a local level. 

 

Who the Toolkit is for 
The Toolkit is intended to be used by: 

• Policy makers 
• Public sector agencies, for example regional and local government actors responsible for 

education services 
• Teachers who want to improve their professional development. 
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What the Toolkit is for 
The Toolkit aims to support the setting up of ‘Soft Skills Labs’ that will provide services for 
teachers’ continuing professional development. Toolkit users could include school managers, who 
would like to set up a ‘soft skills unit’ in their school; representatives of local education agencies 
who are interested in setting up local or regional ‘skills hubs’ to support teachers; policy-makers 
at regional, national and trans-national levels.  

Teacher+ has a specific ‘Theory of Change’. It aims to change a situation that is endemic across 
schools throughout Europe – the stress caused to teachers by disruptive and confrontational 
behaviour by students, parents and colleagues. Making that change requires teachers to be 
supported to acquire skills in relationship handling, conflict management and leadership and 
collaboration. Teacher+ provides these skills through an innovative professional development 
programme for teachers. The aim of the Toolkit is to help people who want to use the TEACHER+ 
approach to make their own change journey. It helps them adapt the TEACHER+ project ‘story’ 
to their own story.  

But, as with any journey -  from Star Wars to Lord of the Rings; from Batman to Bambi – the hero 
of the story (aka the Toolkit User) encounters challenges and obstacles on the way that they need 
to overcome – by changing the destination of the journey, by changing the route, by finding tools 
to dig their way out of a problem, and so on. 

The Toolkit helps the hero overcome these obstacles and successfully reach their intended 
destination by: 

• pointing out the pitfalls and monsters that might be lurking along the way 
• providing advice on how to overcome them 
• providing tools to help overcome them 
• showing real world examples of how other people successfully reached their destination. 

 

Toolkit Structure and Content 
The Toolkit is essentially a  Handbook (User Manual) that takes the user through the ‘Ten Steps’ 
required to successfully transfer the Soft Skills Lab model - and the TEACHER+ training 
programme - to their own context . The Handbook structure follows a process based on ‘Ten 
Steps to Transferability’, as shown in the Figure below. These steps are what are required to help 
you develop a Soft Skills Lab and adapt and transfer the TEACHER+ training programme to suit 
that Lab’s context and needs.  
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Ten Steps to Transferability 

 

Each step involves a ‘primary task’ which in turn links to activities that are required to complete 
the task. To support Toolkit users in completing the task each step provides:  

• guiding principles to perform the task 
• a checklist of activities to be carried out 
• pitfalls and trouble-shooting tips, including good practice examples of how to carry out the 

task and activities successfully 
• list of resources (from the ‘Resources’ folder on website) to support the task and activities 

Each step is described below in the following sections. 

 
 

Step 1 • TEACHER+ Programme familiarisation

Step 2 Understanding teacher needs

Step 3 • Identifying key stakeholders and roles

Step 4 • Designing the Soft Skills Lab

Step 5 • Implementation planning

Step 6 • Lab and training programme delivery

Step 7 • Getting teachers and stakeholders involved

Step 8 • Paying for the Lab

Step 9 • Evaluating and Learning from practice

Step 10 • Replication & sustainability



 24 

Step 1: TEACHER+ programme familiarisation 
 

Primary Task of this Step 
The Primary Task of Step 1 is to familiarize yourself with the TEACHER+ programme and the 
tools and services it has to offer, so you can then make decisions about which of these tools and 
services you want to use, and how you need to adapt them to a Soft Skills Lab and the teachers 
it aims to support. 

 

Guiding Principles 
• Make sure you and relevant people in your organization familiarize yourselves with the 

TEACHER+ programme and the tools and services it can provide within a Soft Skills Lab 
• Understand that the Soft Skills Lab is designed to be flexible - its methodology and tools are 

adaptable to suit the needs of different kinds of organisations and teacher groups 
• Read the Course Tutorial and Game Tutorial that are provided on the TEACHER+ website so 

you know how to run the training programme 
• Take a tour of the training programme and explore how it works  

 

Checklist of Actions 
Read the TEACHER+ Programme Tour Guide below ❑ 
Download and read the TEACHER+ Course Tutorial and Game Tutorial ❑ 
Take an online tour of the TEACHER+ training programme ❑ 
List the tools and services you need and what needs to be adapted ❑ 

 

Tools to help you position your organization 
TEACHER+ Programme Tour Guide 
It’s long been recognised that school teachers across Europe are routinely confronted by issues 
– both inside and outside the classroom – around challenging, inappropriate, confrontational and 
disruptive behaviour. These issues add to the stresses teachers face and have a negative impact 
on their teaching practice.  To help address this major problem Teacher+ aims to support the 
professional development of teachers by strengthening their interpersonal communication, 
conflict management and leadership, collaboration and relationship management competences 
through a training programme. As the diagram below shows, the Programme is made up of three 
main components, all of which feed into and complement each other. 
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Structure of the TEACHER+ programme 

 

The three components of the Programme are: 

• The Teacher+ Competence Framework. 
• The TEACHER+ Training Programme. 
• The Teacher+ interactive game. 

 
Teacher+ Competence Framework 
The Teacher+ competence framework sets out the ‘soft skills’ teachers need to have to cope with 
challenging, inappropriate, confrontational and disruptive behaviour. It was developed using 
comprehensive research combining a review of state of the art, an analysis of teacher needs and 
case studies of competence frameworks in the education and related fields. 

 

         

 
3 areas 

1. Interpersonal Communication 

2. Conflict Management 

3. Leadership, Collaboration and 
Relationship Management 

9 competences in total 

Each with knowledge, skills 
attitudes and learning outcomes 
examples 

 

 

The framework specifies three ‘high level’ competence areas: 

• Area 1: Interpersonal Communication – this describes how people exchange information, 
feelings, and meaning through verbal and non-verbal messages. Interpersonal communication 
is not only about what is said and what is heard, but also about how it is said, the body language 
used and the facial expression adopted. 

• Area 2: Conflict Management - is the ability to identify and handle conflicts sensibly, fairly, and 

Competence
framework

Training
programme

Interactive
Game
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efficiently and to use techniques designed to reduce the negative effects of conflict and 
enhance the positive outcomes for all parties involved. 

• Area 3: Leadership, Collaboration and Relationship Management - can be defined as the 
capacity to manage and transform systems. In schools, as in any organisation, leaders 
emerge, or are delegated, to support the members of the organisation to reconcile conflicting 
roles, implement rules and procedures and respond creatively to challenge and change. 

Each Area covers three specific competences.  

The Competence Framework describes the three competence areas, their associated 
competences and the learning outcome associated with each competence. Examples for each 
competence are provided, broken down into knowledge, skills and attitude examples. 

The Teacher+ programme includes a tool that allows participating teachers to take a self-
assessment test that gives them a picture of their level in each competence. This can be taken 
before joining and after completing the training. It helps them to highlight their strengths and 
weaknesses and can be used to tailor the training to individual teacher needs. By comparing the 
assessment results before and after training, teachers – and their schools – can get an idea of 
how far they have progressed in improving their soft skills.  

 

Teacher+ training programme 

The online training programme maps on to the Teacher+ competence framework. It provides three 
‘Units’ – corresponding to the three competence areas Interpersonal Communication, Conflict 
Management and Leadership, preceded by an introductory Unit – ‘Fundamentals’ – that 
introduces trainees to the landscape of conflict and relationship management. 

The training course combines three types of teaching methods, which have been selected to suit 
the life and work style of teachers and their professional development needs – in particular the 
need to reduce the time and resources required to learn new things in an already crowded school 
curriculum. 

 
 

The training course combines three 
kinds of teaching methods and 
resources: 

Micro-training - delivering knowledge 
through short videos (3-5 minutes 
duration) 

Podcasting - training content in audio 
format 

Written text – ‘traditional’ content that 
mirrors the podcasts and videos 

 

Micro-training is a training method that delivers knowledge to the learners through short video 
resources (3-5 minutes duration). Each video resource aims to teach a single learning component 
and the learning can be put into practice by the users immediately in their day-to-day practice 
(just-in-time training). Micro-training is a particularly effective tool in the training of professionals 
who carry out activities in contact with people (professions in the sectors of social health and 
welfare, education, and personal service activities). 



 27 

Podcasting (production of training content in audio format) makes it possible to benefit from 
training resources in multi-tasking mode where ancillary activities do not activate other brain areas 
(e.g. running, gardening, DIY, manual work, etc.) 

Written text complements the micro-training and podcasting by providing ‘traditional’ text 
versions of those resources.  

The training course is accessed through a ‘Moodle’ learning platform. Trainees need to be 
provided with a login and access keys. They take the competence ‘self-assessment’ test before 
starting the course and then are free to progress through the course using the platform navigation 
features.  

The three different types of course content are combined together using ‘Moodle Books’ - a multi-
page resource with a book-like format and a table of contents. Each chapter and subchapter 
contains a learning resource in video and/or podcast format and text. Once a resource has been 
completed, the trainee can go to the ‘quiz’ section which provides an assessment of what has 
been learned, together with an assessment report and feedback. The quizzes are an important 
part of the progression process through the course. 

  
  

  
 

 

When all of the activities in a Unit have been completed 
the trainee is awarded a badge.  

Badges are awarded for each completed Unit. 

After each Unit test has been completed the trainee is 
awarded a Completion of Course badge. 

 
Teacher+ Interactive Game 
The game-based learning approach used in the Teacher+ programme is based on the concept of 
teaching through repetition, failure and the accomplishment of goals. Just as in video games the 
player starts off slowly and gains in skill until they’re able to navigate the most difficu lt levels, 
game-based learning applies the same concept to teaching. Users navigate their way through the 
game toward a goal, choosing actions and experiencing the consequences of those actions. They 
actively learn and practice the right way to do things.  

The interactive game is mainly used in Teacher+ in ‘assessment’ mode. At the end of each 
Training Unit users are redirected to the TEACHER+ online game that will present several 
interaction scenarios that users will have to solve by applying the appropriate behaviour or 
response. These scenarios are based on detailed surveys, interviews and focus groups carried 
out with teachers to identify the ‘stress incidents’ they typically have to deal with in school, how 
these situations arise and what strategies teachers use to cope with them. 
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27 game ‘scenarios’. 
Each represents a ‘stress incident’ and the 
story of it. 

The player is presented with 3 solutions to 
resolve the incident and asked to choose 
the right one. 

Feedback is provided on their choice. 

 

You can take a virtual tour of the TEACHER+ programme by creating an account in the course 
platform at http://training.teacherplus.eu.  

 
Pitfalls and how to survive them 
• Don’t assume TEACHER+ is the answer to all of your prayers. The programme has been 

specifically designed to be flexible. It provides a framework and tools to help teachers acquire 
the soft skills they need to manage stress incidents better. You’ll need to do some hard work 
to make sure you understand your users’ needs and to adapt the framework and tools to suit 
them 

• Don’t assume teachers will welcome the programme with open arms. Our needs assessment 
shows that teachers sometimes treat professional development programmes with suspicion. 
They are particularly concerned about the time and ‘opportunity cost’ involved in taking time 
out of their non-work life for personal development. Alternatively, they tend to think that schools 
themselves should provide professional development time and, if necessary, pay them for it. It 
takes time to win the trust and commitment of teachers. You’ll need to engage them as active 
co-collaborators in setting up a Soft Skills Lab to run the Teacher+ programme.  

• Make sure the devices and platforms you choose to deliver the programme fit with the devices 
and platforms your users routinely use on a day to day basis. For example, our research shows 
that younger teachers are likely to use Snapchat and Whatsapp for communication rather than 
Twitter. 

• The programme is likely to fail unless its gets the commitment of teachers and key stakeholders 
– particularly school management and policy-makers. Unless you are in the enviable position 
of having access to significant funding to start the Soft Skills Lab programme from scratch, 
you’ll need to get partners on board who have the resources you need. These issues are 
covered below in Step 6. 

 
Resources 
• TEACHER+ IO1 – Sets out the competence framework for TEACHER+ and provides the 

training programme content 
• TEACHER+ IO2 – Provides the TEACHER+ interactive educational game 
• TEACHER+ Course Tutorial – shows how to access and navigate around the training course 
• TEACHER+ Game Tutorial - shows how to access and navigate around the interactive game. 

 

http://training.teacherplus.eu/
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Step 2: Understanding teacher needs 
 

Primary Task of this Step 
Although we already have a broad picture of the kinds of soft skills teachers need to acquire to 
cope with stress incidents, these needs will vary from place to place and school to school. The 
Primary Task of Step 2 is therefore to identify the specific professional development needs of your 
target group so as to better design the Soft Skills Lab. In particular this Task aims to carry out a 
teacher needs assessment. 

 

Guiding Principles 
▪ Be clear who your target users are for the Lab and what their needs are 
▪ Compare your user needs against what the TEACHER+ programme can provide  
▪ Develop a vision for the Soft Skills Lab that is user-led  
▪ Ensure the Lab is co-designed in collaboration with your target group of teachers  

 

Checklist of Actions 
Produce a categorisation of the Lab user groups  ❑ 
Produce a user needs analysis for these groups ❑ 
List the Teacher+ tools and services the groups need and what needs to 
be adapted 

❑ 

 

Tools to help you understand teacher needs 
Cultural Probes (Lifeworld analysis) 
Cultural probes are used to create a deeper understanding of the context of the users and to map 
their needs within that context. With a cultural probe, participants record any information about 
their day-to-day activities or environment which they feel is important to them and which reflects 
their ‘lived experience’.  
  

 

 
Cultural probes can range from 
writing a diary, taking pictures, from 
using postcards to notebooks or 
cameras to take pictures of relevant 
moments of a user’s everyday life. 
The idea is to capture the ‘lived 
experience’ of the user – for example 
getting a teacher to record a video of 
a week in their working life in the 
school 

Source: Mattelmäki 2006 
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In TEACHER+, a particular form of cultural probe we have used is based on ‘Lifeworld analysis’. 
Its objective is to record ‘descriptions of what people experience and how it is that they experience 
what they experience' (Patton, 1990; Schutz and Luckmann, 1995). Lifeworld analysis aimed to 
answer these kinds of questions: What does it feel like to be a teacher in this particular place and 
time? What are the most difficult issues and problems teachers face in their school? Would a ‘Soft 
Skills Lab' give teachers more voice and more power to solve some of the problems and issues 
they face on a daily basis? Lifeworld analysis aims to record this ‘lived experience’ in terms of five 
constructs: 

• Life-world. This focuses on teachers’ lived experience of challenging behaviour. 
• Temporality. This focuses on how teachers experience time, both in terms of their broader 

historical position (for example how does being a teacher in the 21st century in a moment of 
crisis affect student behaviour?) and in an everyday sense, as part of their experience of 
‘lifeworld’ (for example what events are important in creating classroom tensions?) 

• Spatiality. This focuses on how teachers make sense of the world through geographical 
structures and boundaries (for example, how does the way the school is constructed shape 
student and parent behaviours?) 

• Embodiment.  This focuses on the body and the physical space in which the body operates.  
On the one hand, it refers to the capacities of the human body - for example how young people 
experience 'body image' and how this affects their classroom behaviour.  On the other, it refers 
to how people acquire ‘embodied skills’ - for example how teachers acquire ‘conflict 
management skills’ by dealing with challenging situations. 

• Inter-subjectivity. This focuses on how the everyday, inter-subjective world is constituted - for 
example how power relations between teachers and management affects teachers sense of 
being in control. 

Whatever the type of cultural probe used – diary, video, or even an interactive focus group – the 
collection of data would cover these five elements. Analysis of the results of the cultural probe will 
be very useful in subsequently identifying and listing the key needs of the teachers in a Soft Skills 
Lab. 

Co-creation workshop 
The aim of co-creation workshops is to involve teachers as active collaborators in developing a 
Soft Skills Lab. These workshops are not just a mechanism for listening to their points of view. 
They are intended to involve teachers as equal partners in the design and delivery of a Lab.  

There are many ways to design and run a co-creation workshop to explore and work with user 
needs. These include: 

• Using post-it notes and flip-charts 
• Presenting a visual story of ideas for the Lab that can then be explored together 
• Getting teachers to tell stories from their own life experience 
• Taking a walkabout in a school in which the Lab will operate and then discussing teacher’s 

thoughts and observations. 

Whatever tools are used, the format of the workshop would typically go like this: 

• An introductory session 
• A motivational session (what the problem the programme addresses is and how it might be 

addressed) 
• Icebreakers and short presentation round of participants 
• Production session(s) & co-design activity 
• Specification of challenges  
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• Mapping exercises – needs analysis 
• Project Vision storyboard 
• Feedback 
• Wrap-up and next steps 
 
Personas 
A persona is a fictitious description of an ‘archetype’ person who represents a user involved in 
the Lab. The aim is to provide a vivid representation of the user, so that the Soft Skills Lab can 
be designed in light of these representations. The persona can be described in just a short 
sentence but typically includes more detail, sometimes supported by visual content, like a 
photograph or cartoon. Typical elements that could be included in the persona are: 

▪ Fictional name 
▪ Personal information (e.g., age, gender, education, ethnicity, family status, location) 
▪ Profile (e.g., their background, their use of digital technologies)  
▪ Motivation for getting involved in the Lab 
▪ Concerns and needs 
▪ Likes / Dislikes 

The Table below shows an example of Personas. 
 Sofia Marcus Elena 
Background I’m a 23 year old teacher in 

a primary school in South 
London. I graduated in 
Mathematics from the 
University of Westminster 
and took a postgraduate 
teacher training course. 

I’m head teacher of a large 
secondary school near Lille. 
I chair the management 
team. One of my particular 
concerns is the increasing 
level of interference from 
parents in school matters. A 
lot of them are demanding, 
aggressive and rude 

I’m head of educational 
policy in a municipality in 
northern Greece. My role 
is to provide policy briefs 
on education for the 
elected politicians. I have 
a particular interest in 
teacher skills 
development 

Motivations I want to be able to better 
manage disruptive 
behaviour from my 
students in the classroom 

I want to see a reduction in 
aggressive and challenging 
behaviours across the 
board. That includes 
teachers and parents as 
well as students 

I want to contribute to 
improving learning 
outcomes in the 
municipality. Particularly 
for disadvantaged 
students 

How I see the Soft 
Skills Lab 

I see the Soft Skills Lab as 
an opportunity to help me 
understand the issues my 
students face at home and 
how these affect their 
behaviour in the classroom 

I want the Lab to be the 
catalyst for change in 
parents’ understanding and 
behaviour. I want it to 
contribute to reducing the 
level of aggression and 
stress in my school 

The Soft Skills Lab should 
be a catalyst for 
improving the quality of 
teaching that’s delivered 
in our local schools. To do 
this we need to improve 
teachers’ soft skills 

Concerns and 
Challenges 

I’m not sure I’ll be able to 
get the time out to do the 
work necessary on this 
professional development 
course. I’m already really 
stretched delivering my 
teaching plans and there 
isn’t much room in my life 
for anything else 

I worry about how the 
management team will be 
able to embed a Soft Skills 
Lab into the school 
management system. We’ll 
need to adjust the timetable 
to enable teachers to fit the 
training course into their 
curriculum 

My main concern is who 
will pay for the Lab set up 
and operational costs? 
We have no budget in the 
current plan for new 
capital investment and it’s 
hard to see where the 
money will come from 
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Pitfalls and how to survive them 
• Over-ambition – TEACHER+ needs engagement and commitment from potential users. Make 

sure you factor the level of potential teacher demand for the training programme into the Lab 
design and implementation plan. 

• Relevance – no matter how well you capture the ‘user experience’, through using tools like 
personas and journey maps, the TEACHER+ programme relies for its success on the active 
engagement of teachers. You can model their lived experience, but you won’t recruit or retain 
them unless they see your programme has relevance for their lives and their professional 
development. They need to take away skills they can use in real professional practice. 

 

Resources 
• How to do training needs analysis – video https://www.youtube.com/watch?v=-gIpE8kxFPk  
• Personas Template - https://miro.com/templates/personas/  

 

 

 

  

https://www.youtube.com/watch?v=-gIpE8kxFPk
https://miro.com/templates/personas/
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Step 3 – identifying key stakeholders and their roles 
 

Primary Task of STEP 3  
The primary task of this Step is to identify the other key stakeholders – in addition to teachers – 
whose involvement will be needed to set up and run a successful Soft Skills Lab and to understand 
how they can best contribute to its design and implementation.  

 

Guiding Principles  
• Ensure everyone with a ‘stake’ in the Lab has a voice in its design and implementation 
• Understand each stakeholder groups’ needs, expectations and what they can bring to the 

table 
• Make sure the Lab is designed to reflect the profiles of the stakeholders that need to be 

involved and maximize their strengths and the resources they can bring 
 

Checklist of Actions 
Identify and map the key stakeholder groups ❑ 

Set up a stakeholder database including key stakeholder contact details ❑ 

Produce a categorisation of the stakeholder groups ❑ 

Analyse and categorize the members of the database to in terms of 
stakeholder type; interests; degree of influence and attitude to the Lab 

❑ 

Create a visual representation of the stakeholder population and their 
characteristics 

❑ 

 

Tools to help you identify stakeholders and their roles 
Stakeholder Mapping 
A Stakeholder Map - or actor network map - is a tool to create an overview of all stakeholders 
who may have an interest or a role to play in the Lab. Examples cover: 

▪ potential partners who could provide resources – e.g. premises to host the Lab 
▪ networks of organisations/people who could help raise awareness 
▪ potential funders 

This tool helps identify who these stakeholders are; what resources they could bring to the 
programme and the relationships between them. Stakeholder maps can be produced in a number 
of ways, but the most often used are either a Stakeholder Table or Network Map.  
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Name Type Assets Role 

Princess 
Educational 
Trust 

Foundation Funding 
Training 
expertise 

Funder 
Training 
ctivities 
provider 

CMT Community 
Trust 

Premises 
Staff 
 

Lab host 

Parents 
Association 

Association Good will 
Access to 
parents 

Awareness-
raising 

City Hall Civic 
Authority 

Political 
networks 
Funding 

Funder 
Networking 

Community 
Hub 

Education Learning 
resources 

Training 
provider 

Market 
Traders 
Assoc 

Business 
Association 

Funding Funder 
 

Anytown 
University 

HE provider Learning 
resources 

Training 
provider 

      

 

 
The Network Map shows a visual 
representation of the location in 
which the programme will be 
delivered, with the key 
stakeholders situated within it, in 
approximate distance from each 
other.  

Each type of stakeholder can be 
represented by a different colour 
and/or symbol 

Lines show how these different 
stakeholders are connected 

 

 

Assessing stakeholder interest and influence: the interest and influence matrix 
The next step after stakeholder mapping is to assess the relative importance and influence the 
key stakeholder groups are likely to have on the Soft Skills Lab. This can help to prioritise the 
actions that need to be taken to get them involved. You can do this using a different stakeholder 
map to reflect how the different stakeholder categories are positioned with regard to two 
indicators: interest – representing an estimate of the interest each group is likely to have in the 
Lab, for example as users, content providers, funders and supporters – and influence - 
representing an estimate of the degree of influence (or ‘power’) each group is likely to exert over 
the Lab’s development and future evolution. These maps can be based on data collected through 
things like stakeholder surveys, key informant interviews and literature reviews.  An example is 
shown below. 

The Stakeholder Table shows: 
 
Names of key potential 
stakeholders in the programme 
Type of stakeholder – e.g. 
NGO/civil society; civic authority; 
Business 
Assets – the resources they 
could bring to the programme – 
e.g. funding; learning content; 
extra-curricular activities 
Role – the potential role they 
could play in the programme – 
e.g. contribution to the CSP; 
funding provider 
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Stakeholder interest and influence matrix.  

Sources: Murray-Webster and Simon, 2007; Imperial College London, 2017 
 

The size of the blue ovals represents the relative representation of the stakeholder group’s size. 
The scale on the vertical axis represents the estimated degree of interest the group is likely to 
have in the Lab  – from 1 (little or no interest) to 5 (high level of interest). The scale on the 
horizontal axis represents the estimated degree of influence the group is likely to have in the Lab 
– from 1 (little or no influence) to 5 (high level of influence).  

 

Pitfalls and how to survive them 
• Focusing too much on funding. Although identifying stakeholders with cash is an important part 

of stakeholder mapping and analysis, setting up and running a successful Lab and training 
programme requires the input of a wide spectrum of actors who represent different interests. 
Take account of the different perspectives and skills needed in the Lab and training programme 
and target the stakeholder mapping and analysis accordingly.  

• Lack of good data. Stakeholder mappng and analysis needs to collect and apply information 
that is robust and evidence based. To get this information requires a multi-method approach. 
This would likely combine desk research – e.g. consulting databases and reports to identify 
who the stakeholders are – surveys, focus groups and interviews. 

 

Resources 
• Office of Government Commerce Category Management Toolkit, (2006). Category 

Management Toolkit. London:OGC 
• The ‘Influence-Interest’ matrix, Murray-Webster R and P Simon (2007). Making sense of 

Stakeholder Mapping. https://www.researchgate.net/publication/265653139 
• DIY Innovation Toolkit https://www.nesta.org.uk/toolkit/diy-toolkit/   

https://www.researchgate.net/publication/265653139
https://www.nesta.org.uk/toolkit/diy-toolkit/
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Step 4 – Designing the Soft Skills Lab 
 

Primary Task of STEP 4 
The primary task of Step 4 is to use the results of the preceding steps to transform the vision of 
the Soft Skills Lab into a concrete design.   

 

Guiding Principles  
• Develop a vision for the Soft Skills Lab that is user-led and applies ‘out of the box’ thinking 
• Make sure the vision aims to solve a clear set of problems and there is a clear understanding 

of the change the Lab and training programme are intended to make to that problem 
• Translate this vision into a design plan for your Lab 
• Ensure the Lab is co-designed in collaboration with your target group of teachers and other 

key stakeholders 

 

Checklist of Actions 
Develop a vision for your programme using Design Thinking ❑ 

Create a Theory of Change plan for your Lab ❑ 

Review the vision and Theory of Change with users and stakeholders ❑ 

 

Tools to help you design the Lab 
Design Thinking 
Design thinking applies a five stage process to develop solutions to a ‘presenting problem’ in 
'human-centric' ways, by focusing on what’s most important from the perspective of 'users' and 
by applying 'out of the box' and 'disruptive' ideas to address the presenting problem. 

 
• Empathise - this involves gaining an 'empathetic' understanding of the presenting problem, 

through consulting experts, users and stakeholders, with the emphasis on immersion in the 
physical environment – the location in which the Lab is situated and the TEACHER+ 
programme is delivered - to gain a deeper personal understanding of the issues that affect 
teachers.  

• Define - this involves synthesising the information gathered in Stage 1 to define the problem 
statement in a ' human-centred manner' – in a Soft Skills Lab this would focus on defining ‘what 
stress incidents do teachers face and how can they be mitigated?’ 

• Ideate - this involves 'thinking outside the box' to identify new solutions to the problem 
statement created in the preceding stage, and looking for alternative ways of viewing the 

Empathise Define Ideate Prototype Test
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problem – in a Soft Skills Lab this would involve teachers collaborating with other key 
stakeholders – parents, school managers, policy-makers - to think of creative ways to solve 
stress incidents through delivering skills programmes  

• Prototype - this involves creating a mock-up of the proposed solution to the problem – the Soft 
Skills Lab - which can then be investigated by sharing with users and stakeholders 

• Test - this involves validating the prototype to assess its potential effectiveness, usability and 
benefits. 

Theory of Change 
This tool helps you convert the Lab vision, developed through design thinking, into a roadmap for 
delivering the Lab and its services. It’s a way of presenting the Lab programme ‘journey’ – from 
the challenge it is presented with at the start of the journey to where it hopes to be at the end. 
Connecting the presenting challenge to the journey’s end- the impacts and changes the 
programme hopes to make to the existing problem - are: inputs (the resources available to deliver 
the programme); activities (the actions carried out by the programme); outputs (things produced 
by these activities); immediate outcomes, (changes in awareness and knowledge); intermediate 
outcomes (changes in behavior and structures). Underlying this ‘change journey’ are ‘theories’ 
(assumptions and hypotheses), for example a theory of what is causing the ‘presenting problem’; 
a theory of what is needed to bring about the desired solution; assumptions that if we take Action 
‘X’, this will produce Output ‘Y’, which will then lead to Outcome ‘Z’. 

 

 

 
1. Start with defining the problem you want 
to change 
2.  Describe the change you want to see to 
the problem – the programme impacts 
3. Specify the outcomes that lead to these 
impacts 
4-5 Work backwards to specify the 
resources you have, the activities that use 
these resources, the outputs these produce 
6. Specify the causal links in each step 
7. Clarify the assumptions 

 
Mind Map 
Mind – or Concept – mapping is a graphical technique aimed at illustrating how the design and 
implementation plan of a programme works through showing the relationships between concepts, 
actors and activities. Like Theory of Change, most mind mapping approaches start with the 
'problem statement' at the centre of the map. The programme design team then write 
ideas/solutions to the problem around this central statement, concentrating on 'thinking outside 
the box' to identify new solutions to the problem statement, and looking for alternative ways of 
viewing the problem. The ideas/solutions are then connected together using lines/curves. There 
are a number of software programmes available to do this – some open source 
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The MindMap typically starts at 
the centre with the problem or 
solution (programme). 
Brainstorming the problem 
then reveals the things that 
need to go into the design and 
implementation of the 
programme – like products, 
benefits, resources – rather 
like in the Theory of Change. 
The mindmap then shows the 
interconnections between 
these things. 

Source: Mindmeister.com 

 

A mindmap for a Community-based Lab is shown in the illustration below. 

 

 
Pitfalls and how to survive them 
• Awareness-raising – many programmes fail because they are developed in a bubble. It’s 

essential from the outset to engage stakeholders in the programme design and implementation 
plan. This means active outreach from the start. Even if you only have a sketch of the Soft 
Skills Lab, get it out there – through consultation workshops, social media, informal canvassing 
- so you can judge the potential level of support and commitment early on. 
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• Risk aversion – a design thinking approach means thinking outside the box, being creative, 
taking risks. A lot of training and CPD programmes are worthy, but unexciting. The Soft Skills 
Lab aims to stretch teachers by putting them in situations that challenge their ingenuity. Lab 
design should reflect this. Don’t be afraid to tap into the ideas of teachers themselves. 

 

Resources 
• Designscapes Design Thinking Toolkit’ – comprehensive resource on how to apply design 

thinking with a range of tools to help you do it 
https://issuu.com/designscapes/docs/designscapes_toolkit_final 

• A presentation explaining the use and design of theories of change for different contexts: 
https://www.cecan.ac.uk/news/cecan-seminar-theory-of-change 

• Mindmapping - bubbl.us; www.mindmeister.com; https://coggle.it/ 
 

 

 
 
 

 
 
 
  

https://issuu.com/designscapes/docs/designscapes_toolkit_final
https://www.cecan.ac.uk/news/cecan-seminar-theory-of-change
https://bubbl.us/
http://www.mindmeister.com/
https://coggle.it/
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Step 5: Implementation planning 
 

Primary Task of this Step 
The Primary Task of Step 5 is to take the Lab design developed in Step 4 forward by developing 
an implementation plan to deliver its services, in particular the Teacher+ training programme.  

 

Guiding Principles 
• Be clear about who is involved in the Lab and what their roles are 
• Understand the different delivery options available for the Lab and their advantages and 

disadvantages 
• Be aware of the obstacles you are likely to face, for example in the institutional, political and 

policy environment 
• Ensure you have a good idea of the phases involved in setting up the Lab and implementing 

it, and the time scales involved 
• Select the right delivery vehicle for the Lab, particularly if it involves ‘blended’ learning (online 

and face to face learning modes) 
• Make sure the relevant people in your Lab organization familiarize themselves with the with 

the TEACHER+ training programme and how it can deliver professional development for 
teachers 

 

Checklist of Actions 
Revisit your user needs and stakeholder analysis ❑ 
Download and read the TEACHER+ Course and Game tutorials  ❑ 
Experiment with and explore the Teacher+ programme ❑ 

Develop an implementation plan for the Lab ❑ 

Develop appropriate management and monitoring systems ❑ 

Design the operational systems for running the Lab ❑ 
Identify and specify appropriate roles and role specifications ❑ 

 
 

Tools to help you develop a Lab implementation Plan 
Project Implementation Tools 
Project implementation tools translate your project’s Theory of Change and Mind/Concept Map 
(Step 4) into an implementation plan that has a logic, a sequence of steps/activities and outputs 
and a timeline. Typical tools used are: 

▪ Logic Network 
▪ PERT chart 
▪ GANTT chart 
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Logic Network 

 

 
A Logic Network indicates the 
sequence of activities in a project over 
time. It shows which activity logically 
precedes or follows another activity. It 
can be used to identify the milestones 
and critical path of a project. It will help 
you understand the dependencies in 
your project, timescale, and its workflow 
 

 
PERT Chart 

 

 
Like a Logic Network, PERT is a 
method for analysing the tasks 
involved in completing a given project, 
especially the relationships between 
tasks and their inter-dependencies. It 
shows which tasks need to be done 
first and which tasks are dependent on 
others 
 

 
GANTT Chart 

 

 
A Gantt chart is a project management 
bar chart that tracks tasks across time. 
It shows the phases, tasks, milestones 
and resources needed to deliver a 
programme. 
 
The tasks are set out in linear format 
across the programme timeframe from 
start to finish, with a start and end date 
shown for each task. 
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Storyboard/Journey Mapping 
Storyboards represent the programme ‘journey’ – as described conceptually in the Theory of 
Change outlined above in Step 4 – as a series of key actions the participant takes as they progress 
through the programme. They help to customize the overall process of the programme to the 
individual needs of participants/users. You could develop different storyboards for each of the 
‘Personas’ developed (see Step 2) so you have a clear visual picture of how different types of 
user progress through the programme. 

The graphic below shows a ‘storyboard’ illustrating another type of Lab - a Community Lab in 
South London. It uses a design thinking approach to show how the Lab works to fix a problem – 
a vandalized football pitch. 

 
 
Journey Mapping is a more detailed application of the storyboard approach. The map models the 
‘user experience’ of a potential programme participant so the programme design can be 
customized to represent a step by step model of how different types of user experience the 
programme. A journey map represents a sequence of events, the interaction between the user 
and the programme, the user’s mood in each of the events delivered by the programme and the 
‘touchpoints’ – the moments or spaces in which the user and programme interact -  that support 
the interaction between the user and the services provided by the programme. This step-by-step 
description is based on the user’s point of view. A journey map is a powerful tool for visualising 
the user experience. It helps the programme designer to understand the context of users, to 
identify possible gaps in the services the programme intends to provide, and a clear perspective 
on what potential programme users are looking for and what they want to achieve. 
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Source: DesignscapesToolkit 

 
The customer journey can be used in developing a new or adapting an existing programme to 
ensure that different user needs are built into the programme from a user perspective and identify 
possible opportunities for innovation of the programme. In the example shown above, the journey 
map represents the student journey through a semester of a Masters course, including indications 
about the timing of each phase, the milestones and the characteristics of the activities. In 
TEACHER+, this journey map could model a user journey through the Lab and the training 
programme. 

Service Walk-through 
Before publicising/Launching the Lab and the TEACHER+ programme it’s worth getting a small 
number of users involved in the final validation of the Lab and programme by running a ‘service 
walk through’ with them. The service walk-through is a tool that provides programme designers 
with a way to understand the experience of a service from the user point of view. The technique 
uses the ‘journey’ through the service as a way of getting users to understand how they will 
experience it. You can use various ways of representing this journey. One way is using ‘lego 
blocks’ to show how the various components of the service fit together. Another way is to literally 
accompany users through a tour of the physical space in which the TEACHER+ programme will 
be delivered through a Soft Skills Lab. 
 

 

In this example lego blocks are used to 
simulate how the programme uses 
physical spaces to deliver its services 
and how they connect with each other. 
Users are ‘walked through’ the service 
using the blocks and their observations 
– including potential issues raised – are 
recorded to feed into future service 
revisions. 
 

 
Source: Boletsis, 2018/Designscapes Toolbox 
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Pitfalls and how to survive them 
• Underestimating the potential obstacles to setting up a Soft Skills Lab. These depend on the 

scale of operations envisaged. If you aim to put the Lab in a classroom in your school, the 
obstacles are likely to be less than developing a Lab from scratch that aims to service an entire 
local area. Make sure you understand the scale of operations from the outset. 

• Resistance from key stakeholders. Whether its teachers in your school, or politicians on the 
education committee in the municipality, you can expect to have to overcome some resistance 
to the Lab. Make sure you have a persuasive case that explains the benefits of the Lab to 
potential critics.  

• Underestimating the implementation costs. Setting up a Soft Skills Lab inevitably entails costs. 
These come in a number of forms. Start-up and set-up financial costs; operational costs; the 
time costs expended by teachers in participating in the Teacher+ programme; the opportunity 
costs expended by teachers by participating in the programme at the expense of their home 
life. Financial costs are covered more fully in Step 8 below. Make sure you have a reasonably 
good picture of the likely costs in their different forms so you can factor them in to the 
implementation plan. 

• Misunderstanding how the Teacher+ training programme works; what it can do and what are 
its limitations. Make sure everyone involved in delivering the Lab understands the Teacher+ 
programme and how it works. Read the Course and Game Tutorials and take a tour through 
the programme. 

• Getting the right people in the right roles. A Soft Skills Lab doesn’t run itself. Ensure the 
implementation plan clearly specifies the organisational environment needed to run the Lab – 
whether its a small unit in a school or a ‘purpose-built’ facility within local, regional, national or 
trans-national infrastructure. It should then be specific about the strategic and operational roles 
needed to run it and who can fill these roles. 

 

Resources 
• Project planning video https://www.youtube.com/watch?v=K-NuhlmvTxE 
• How to sell your project to stakeholders - https://www.pmi.org/learning/library/selling-project-

proposal-art-science-persuasion-6028  
• TEACHER+ Course Tutorial – shows how to access and navigate around the training course 
• TEACHET+ Game Tutorial - shows how to access and navigate around the interactive game 
 

 

  

https://www.youtube.com/watch?v=K-NuhlmvTxE
https://www.pmi.org/learning/library/selling-project-proposal-art-science-persuasion-6028
https://www.pmi.org/learning/library/selling-project-proposal-art-science-persuasion-6028
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Step 6: Delivering the Programme 
 

Primary Task of this Step 
The Primary Task of Step 6 is to familiarize yourself with how to run a Soft Skills Lab and deliver 
skills training for teachers. In particular it focuses on the support services required to help teachers 
acquire the skills they need.   

 
Guiding Principles 
• Understand that teachers require additional guidance and support to that offered through the 

online training programme and interactive game – particularly pastoral support 
• Ensure staff providing mentoring and support to teachers in the TEACHER+ programme 

themselves have having appropriate inter-personal and collaboration skills 

• Make sure the Lab provides arenas for dialogue and mutual learning, engaging in a dialogical 
relationship with participants 

• Explore solutions to problems that emerge and are identified by the participants and relate to 
their lifeworld and lived work experience  

• Evaluation is part of the process - for example by observing what happens in practice and 
recording the outcomes (practical and useful information on evaluation is provided in Step 9 of 
this Toolkit). 

 
Checklist of Actions 
Identify the need and scope for face to face training to complement the 
online Teacher+ training programme 

❑ 

Identify the training support needs of teachers  ❑ 
Explore problems and solutions with the participants that happen in their 
practice and provide practical workshops that complement the scenarios 
covered in the interactive game 

❑ 

Plan continuing pastoral support for participating teachers ❑ 
Plan continuing technical support on use of Teacher+ platform and tools  
Monitor and evaluate the training outcomes ❑ 
Reflect on the outcomes and feed into improving the training programme ❑ 
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Tools to help you deliver the training programme 
Understanding the needs of the target group 

 

This target group – teachers - is 
characterised by common needs.  
They need help to manage 
confrontational and inappropriate 
behaviours  
They don’t want help that involves 
putting a lot of time and energy into 
training they can’t afford 
They want that training to be relevant 
and linked to ‘problem-solving’ in real 
situations. 
However, Teacher+ Pilots in four 
different European countries (UK, Italy, 
Spin, Greece) found these similar 
needs sometimes differ  in context. 
 

 
In general we found that teachers require three types of support: 

• Learning and developmental support: providing help to enable participating teachers to 
tailor the TEACHER+ training programme to suit their background, profile and needs, and to 
develop at their own pace 

• Technical support: providing help regarding specific problems with a product or service, for 
example supporting them to access and navigate the training programme and Game  

• Pastoral Support: providing personal and social help to participating teachers as well as 
providing information, advice and guidance. That Labs should provide support in these key 
areas: making sure the training programme is ‘owned’ by school management; ensuring time 
for their professional development is built into the curriculum; providing training to enable them 
to use Lab services usefully and effectively.  

Providing learning support 
 

 

A lot of the challenging behaviours 
teachers experience comes from 
students who often have a negative 
experience of structured educational 
settings. They don’t adapt well to 
‘school-type’ learning environments. 
This implies teachers responding to 
these behaviours in an empathetic way. 
It also implies that teachers need 
support in their own learning to apply 
that empathy constructively 

 
One practical example of how teachers can be supported to apply their soft skills constructively 
and effectively comes from a workshop programme carried out for teachers and workers working 
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with disruptive young people in Perugia, Italy. The programme participants came up with the idea 
of a ‘Community Reporting’ initiative to engage the young people in something interesting and 
motivating, so as to in turn improve their inter-personal and communication skills. The Community 
Reporting initiative was based on 5 specific areas: Identify the problem and solution through 
"service design" methodology; Community reporting: telling a story; Community reporting: video 
making/editing; Community reporting: web radio; Community reporting: organising an event. This 
example illustrates how learning support – for both students and teachers - needs to focus on 
reflection: co-creation and active engagement; the use of a ‘design thinking’ approach to 
encourage ‘thinking out of the box’ and the use of practical problem-solving. 

In addition to this type of practice-based face-to-face workshop to complement the online training, 
the Labs need to have in place a range of learning support services to cater for teacher learning 
needs. Examples include: 

• Assigned mentors to help adapt the programme to individual teacher profiles, provide 
encouragement and iron out any issues in programme progression 

• Learning plans tailored to individual trainees 
• Learning groups, providing peer support for trainees 
• Tools to support mentoring and the work of learning groups, including a ‘Learning Hub’ to 

collect and collate resources; online and off-line discussion areas to support peer group 
collaboration; dedicated social media channels to encourage collaboration and experience-
sharing. 

Providing technical support 

 

It’s generally thought that teachers are 
‘technology-savvy’ and have in-depth 
knowledge of devices, digital and media 
tools such as photo and video-making, 
as well as social media. However, 
research in Teacher+ and similar 
projects shows there is significant 
variation across the teaching profession 
in these skills. Older teachers, and 
those who have been in the same job 
for a number of years, tend to have a 
lower level of digital and media 
competences and need more technical 
support 

 
‘Digital exclusion’ is typically expressed in three main – and inter-connected – ways: access (e.g. 
limited access to high speed broadband and digital technologies); usage (e.g. limited digital and 
media competences to use digital technologies); quality of use (e.g. limited opportunities to apply 
digital tools and competences in teaching practice).  

Technical support is therefore likely to be needed in the Labs in situations involving lack of access 
by teachers to digital devices; lack of familiarity with platforms and tools (e.g. using Moodle 
accounts and access codes); insufficient digital competences to use the learning platform 
effectively; anxieties about lack of digital skills. 

In practice, technical support needs to be provided in the following ways: providing advice on 
accessing the TEACHER+ platform and tools through a help-desk; adapting the TEACHER+ 
digital platform and tools to suit the routine digital behaviours of the target group – for example 
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providing functionalities to enable technical support through different social media modalities like 
WhatsApp and Snapchat to support collaboration; including training on digital and media skills 
and use in the training programme learning modules. Most importantly, Labs need to be able to 
provide continual IT support to participants to cover technical glitches that may occur in 
programme delivery. 

Providing pastoral support 

 

Providing teachers with pastoral 
support in the Soft Skills Labs means 
providing help, guidance and support in 
the following areas:  
• Mentoring and back up to resolve 

operational issues – e.g. time 
pressures and illness 

• Support for trainee personal and 
emotional issues 

•   Information help-desk 
• An environment that encourages 

social interaction between trainees 
and staff – for example through 
‘away days’ and recreational events 

 

Pitfalls and how to survive them 
• Make sure to create a trustworthy, supportive and safe environment for all participants, where 

they feel they can share and be heard. 

• Don’t prioritise the technical dimension of training – the online programme – at the expense of 
critical face-to-face training 

• Remember different teachers have different needs so make sure you allow flexibility in the 
training programme for personalised learning and learning at the trainee’s own pace 

• Don’t leave trainees feeling they’re on their own and isolated. Ensure there is sufficient support 
available and trainees know how to access it 

• Don’t assume all teachers are technology-literate. Provide technical support that can cover a 
range of IT and digital challenges. 

• Don’t forget to monitor the training process - you will need this information for the evaluation 
step (Step 9). 

 

Resources 
• EIF Mentoring Guidelines 2017 https://www.et-foundation.co.uk/wp-

content/uploads/2021/09/ETF-Mentoring-Framework-Guide-for-Leaders-and-Managers-in-
Further-Education.pdf  

 

https://www.et-foundation.co.uk/wp-content/uploads/2021/09/ETF-Mentoring-Framework-Guide-for-Leaders-and-Managers-in-Further-Education.pdf
https://www.et-foundation.co.uk/wp-content/uploads/2021/09/ETF-Mentoring-Framework-Guide-for-Leaders-and-Managers-in-Further-Education.pdf
https://www.et-foundation.co.uk/wp-content/uploads/2021/09/ETF-Mentoring-Framework-Guide-for-Leaders-and-Managers-in-Further-Education.pdf
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Step 7: Getting stakeholders involved 
 
Primary Task of this Step 
The primary task of this Step is to involve stakeholders in co-creation activities that lead to the 
setting up, running and sustainability of Soft Skills Labs.   

 

Guiding Principles 
• The TEACHER+ Labs reflect two key principles: they reflect the perspectives of different 

stakeholders and ensure that their different voices are heard, and they reflect a commitment to 
skills development that ultimately will add value to the local community  

• Stakeholders are involved in TEACHER+ not just as passive providers of resources or support 
but as active co-developers of practical solutions to problems around dysfunctional behaviour 
in schools, and more generally the flourishing of individual young people and their 
communities 

• Stakeholder involvement in TEACHER+ should aim to develop and sustain complementarities 
among the different actors and agencies who operate in education so they support a holistic 
approach to providing opportunities for young people  

• Stakeholders include the community itself. All stakeholders, particularly community 
representatives, need to ‘own’ the Soft Skills Lab and the Teacher+ programme and need to be 
actively engaged in its evolution, for example through social media, and co-creation workshops 

• Stakeholders need to be persuaded of the value added participation in the Lab can bring. The 
message is that they can significantly increase the impact of their actions through involvement 
in Soft Skills Labs. This improves education delivery and quality of learning outcomes. 

• Stakeholders should be persuaded to buy into the TEACHER+ Programme and Soft Skills Lab 
as a community relevant social innovation cycle that is self-sustained at the community level 
through their involvement. 

 

Checklist of actions 
Review who the key stakeholders are and their motivations for 
involvement (from Step 2) 

❑ 

Produce and disseminate a ‘Prospectus’ for the Soft Skills Lab and 
TEACHER+ programme 

❑ 

Run multi-stakeholder capacity building and familiarization sessions  ❑ 

Set up a stakeholder network to embed capacity building within the 
implementation plan for the Soft Skills Lab and TEACHER+ Programme 

❑ 

Develop stakeholder participation rules and procedures, for example 
through an MoU signed by the Stakeholders to promote a network to 
sustain the Lab and programme  

❑ 
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Tools to support stakeholder involvement 
Identifying key stakeholder motivations: the Motivation Matrix 
A Motivation Matrix is a tool that helps to identify what the motivation is behind the action of each 
stakeholder within an innovation programme. It shows what each stakeholder brings in to and 
takes out of the programme in terms of benefits and value. The matrix is a way of visualizing 
stakeholder’s contributions and mutual benefits within the programme. It helps programme 
designers to understand the connections between the stakeholders and adds clarity to their roles 
by studying the motivation behind their actions. It helps to inform effective strategies for getting 
stakeholders involved and to support network development. An example is shown below. 
 

 
Source: http://servicedesigntools.org/ Designscapes Toolkit 

 
As the illustration shows, the first row and first column of the matrix specify the stakeholders 
involved in the programme. The cells in the diagonal of the matrix represent the stakeholder 
motivation to be part of the programme whilst all the other cells represent what stakeholder A 
(column) is providing to stakeholder B (row). 

 
  

http://servicedesigntools.org/
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Getting the Message across: the Lab Prospectus 
 

 

 
Creating synergies among differing 
stakeholders and making their activities 
visible works to the benefit of teachers 
and, ultimately, young people and the 
community.  

To enhance stakeholders’ collaboration 
stakeholders need to be ‘on message’. 
An early step in engaging stakeholders 
is therefore to produce a strategy to 
communicate clearly to stakeholders 
what TEACHER+ is and what Soft Skills 
Labs are for and how they could add 
value to their activities 
 

 

A ‘call to arms’ is needed which sets out the Unique Selling Point (USP) of the Lab and training 
programme together with an elaboration of the potential synergies that the programme could 
deliver in terms of both resources (inputs) and services offered (outputs). One way of doing this 
is to produce a ‘Prospectus’ for the Lab and training programme that sets out the drivers of the 
Labs and programme, the needs they address, the resources required and the potential benefits 
and outcomes. The Prospectus could include tools that present the case for the Labs and 
programme in interesting visual ways – for example through a ‘Concept Map’ or ‘Storyboard’ – 
described above in Step 2, and an ‘Infographic’ that summarises in a very clear way the vision of 
the programme, what it does and what are the benefits. 
Capacity-building and familiarization: co-creation workshops 

 

As presented in Step 2 above, co-
creation workshops involve the 
stakeholders directly as active 
collaborators in developing the Soft 
Skills Lab. These workshops are not 
just a mechanism for listening to their 
points of view. They are intended to 
involve users and stakeholders as 
equal partners in the design and 
delivery of a Lab and the training 
programme. They are an ideal tool to 
use to develop a stakeholder network 
because they support coming to a 
shared vision of the programme 
 

An Action Learning Set is a particular kind of co-creation workshop. It involves a group of 
stakeholders working with a facilitator to come to a shared understanding of what the Lab intends 
to do and exploring issues that may arise in the development of a network-supported TEACHER+ 
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training programme. The aim is to share real issues, problems or opportunities arising from the 
Lab activities. A key focus of the Action Learning Set is to question and challenge the assumptions 
set out in the ‘Prospectus’ developed in the earlier step and to try to move towards ‘stakeholder 
alignment’ – a shared vision of the purposes and objectives of the Lab going forward – and an 
agreed set of action points to support this vision, purposes and objectives.  Another technique 
often used is to ‘role playing’ in the workshop. Participants are assigned to groups – for example 
the ‘teacher’ group; the ‘service provider’ group and the ‘community’ group and each group tries 
to step into the shoes of the other groups in order to understand the Lab and training programme 
from the point of view of another stakeholder. 

Setting up the Stakeholder network 

 

The stakeholder network needs to be 
sold as a ‘federated’ organisation that 
works together to create synergies from 
existing services and therefore add 
value to those services as well as 
benefiting teachers and, ultimately, 
young people and the community. The 
Soft Skills Labs provide an opportunity 
to ‘bundle’ what are often discrete 
services that are delivered in parallel 
rather than integrated to provide a 
holistic offer that is more suited to the 
complex needs of young people in the 
education system. 

 
To make this happen requires considerable effort to bring together what are often disparate 
organisations who often work in their own ‘silos’ and who routinely compete against each other 
for scarce resources. In practice, setting up a multi-stakeholder TEACHER+ network requires a 
lot of ‘footwork’ by Lab designers and managers. The most effective way of doing this foot work 
is through personal contact, building relationships with key decision-makers in stakeholder 
organisations and persuading them of the value of working together. Laying the foundations 
through personal interaction can then serve as a base for bringing stakeholders together to come 
to a collective understanding of working in the Lab and training programme. These networks need 
to include public sector bodies (regional and local government actors, municipalities), education 
service providers, professional bodies as well as local training centres, local businesses and 
community organisations. The roles they could provide within the network cover things like: 

• offering opportunities for meaningful engagement with civic society, and promoting a common 
understanding at the community level of the benefits a Soft Skills Lab can provide 

• making spaces, infrastructure and services available for hosting Soft Skills Labs and involving 
themselves in the co-design and co-creation of the Labs e  

• providing professional development for teachers and other actors working with young people 
in the education system 
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Developing systems and procedures to run stakeholder networks 

 

Stakeholder networks don’t run by themselves. 
No matter how much good will is available to 
support the Lab, stakeholder engagement – 
particularly in a Lab that is intended to be self-
sustainable– depends on setting up clear 
systems and procedures that set the boundaries 
of participation, the expectations required of 
stakeholders and the benefits they are likely to 
realise from getting involved. These need to be 
set out from the outset in a formal way. 

One way of formalizing the relationships between stakeholders in the Lab network is to develop 
a ‘quasi-legal’ structure that sets out commitments, responsibilities and expectations, such as a 
‘Memorandum of Understanding’ (MoU) that sets of the strategic and operational parameters of 
the Lab. This can be the foundation for collaboration. It needs to be then supported by activities 
that reinforce co-working, such as regular progress updates and review meetings. 
 

Pitfalls and how to survive them 
• Stakeholders are difficult to engage with. A big mistake in setting up programmes and networks 

is to assume that – because the Lab and training programme is worthy – everyone will see the 
value of it and buy into it. Stakeholders have to be convinced that it is worth their while to 
participate. Labs need to raise awareness from the outset and continually work to achieve buy-
in. To do this, use ’social mediators’ to bridge the Lab with key stakeholder groups; keep the 
stakeholders and the Lab community informed, e.g. through social media; organise co-creation 
workshops. 

• Stakeholders and the Lab network continue to work in ‘silo’ mode, delivering their contributions 
in parallel lines, with little or no collaboration. This leads to fragmentation of the service being 
provided to participating teachers, who then react negatively to the Lab and the training 
programme. A vicious circle of raised expectations, non-delivery and increased distrust and 
aversion is perpetuated. It’s therefore essential that stakeholders and any network set up to 
support the Lab are supported by systems and processes that encourage regular co-working, 
for example through co-creation workshops. 

• Stakeholder divergence and conflict.  Putting together a Lab and supporting stakeholder 
network implies the collaborative participation of a range of disparate organisations and 
groups, each of which will have a different perspective on what the Lab is for. Some of these 
organisations and groups are regularly engaged in competing with each other, for example to 
secure funding. Although the contribution of different skills and positions is healthy for the Lab, 
it’s essential that a broad consensus is developed within the network on the Lab vision. This 
can be created and maintained through ‘sensemaking’ and ‘alignment’ actions – for example 
using ‘role play action learning sets’ to surface conflict and work with it.  

 

Resources 
• Motivation Matrix. http://www.servicedesigntools.org/tools/ 
• DIY Innovation Toolkit https://www.nesta.org.uk/toolkit/diy-toolkit/  
  

http://www.servicedesigntools.org/tools/
https://www.nesta.org.uk/toolkit/diy-toolkit/
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Step 8: Paying for the Lab 
 

Primary Task of this Step 
The primary task of this step is to explore ways of funding the Lab and the Teacher+ training 
programme. Our research on teacher and stakeholder demand for Soft Skills Labs – reported on 
in Part 1 of this Intellectual Output – highlighted a common perception among teachers and 
stakeholders that financing the Labs could be a major issue. This relates not only to finding the 
capital and operational costs needed to set up and run a Lab but also ensuring that teachers are 
not ‘out of pocket’ as a result of participating in the training programme. 

 

Guiding Principles 
• A soft skills Lab doesn’t come free. Neither will it pay for itself. Even if the Lab is located 

in an existing space within a school, evidence will still need to be provided on its costs and 
benefits. 

• The greater the scale and scope of the Lab, the more robust that evidence needs to be.  
• An analysis of the costs and benefits of a Lab needs to take into account not only the 

‘tangibles’ – most importantly the economic and financial costs and benefits entailed – but 
also the ‘intangibles’ – for example the benefits for teachers’ mental health associated with 
being able to better manage stress incidents in school. 

 

Checklist of Actions 
Review the Lab design (Step 4) and Implementation Plan (Step 5) ❑ 
Identify the cost and benefit categories from the review ❑ 
Produce a business model and plan for the Lab ❑ 
Collect the data needed for the costs and benefits analysis ❑ 
Carry out a costs and benefits analysis ❑ 
Produce a funding plan for the Lab ❑ 

 
 

Tools for assessing costs and benefits  
Business Model Canvas 
A business model describes how an organization creates, delivers and captures value. It’s a visual 
template that can be used to outline key elements of a business model. The most commonly used 
model – the ‘classic’ model - focuses essentially on financial aspects (Osterwalder, 2010). They 
show things like key partners, key activities, key resources, customers, costs and revenue 
streams. Other models are adapted for service delivery programmes (Jukka and Katri Ojasalo, 
2015), whilst others reflect ‘social returns’ – i.e. benefits that may not have a purely financial value 
but can be ‘monetised’ in terms of the contribution they make to the social good including social 
and environmental impact (Joyce and Paquin, 2016). 
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The ‘triple layered’ business 
canvas model shows not only 
typical financial aspects of the 
programme – like costs and 
revenues – but shows the 
social and environmental 
benefits of the programme, as 
well as possible negative 
impacts, for example its 
carbon footprint 

Source: Joyce and Paquin, 2016 

 

An example of a ‘triple layered’ business canvas model is shown for a ‘Community Lab’ 
programme to support ‘hard to reach’ young people in London in the illustration below. 

Key Partners 
Community Trust 
ML Centre 
 
They provide 
premises, services, 
access to clients 
and networks of 
other partners 
 
These key partners 
are already trusted 
by users and 
already provide 
services 
 
 
 
 
 
 
 
 

Key Resources 
Required: 
Skills and 
Knowledge: 
From us – 
competence in 
design thinking, 
social innovation, 
action research. 
From partners – 
mentoring, creative 
skills (e.g. drama; 
film-making); 
adventure activities. 
From users: 
commitment, open-
mindedness 

Value Proposition 
The LAB expands 
Young People’s 
horizons and gives 
them the skills to fix 
problems in their 
community. 
It adds value to the 
offer currently being 
provided by youth 
services in the area. 

Value Creation 
The Lab addresses 
challenges for 
young people 
highlighted in the 
‘Lifeworld Analysis’. 
It provides a space 
to surface and 
nurture the talents 
of young people. 

Customer’s  World 
Understanding of 
customer’s world – 
form LWA. They 
need new horizons, 
new skills, new 
opportunities in a 
trusted and 
supportive space. 
 
What does 
customer buy – 
services buy design 
thinking, social 
innovation 
expertise and 
access to new 
networks. 
Young people buy 
adventure, new 
horizons, new skills. 

Mobilising  
Resources and 
Partners 
Multi-party value 
creation – 
agreement to 
partner with 
SCT/MLC – or joint 
venture. 
Capitalise on 
programmes – 
Innovate UK grants; 
Strength in Places 
FUND; Erasmus+ 
Mobility 
 

Interaction & Co-
production 
Customer co-
production: Design 
Thinking Lab 
support co-
production of action 
research 
programmes & 
Apps 

Cost Structure 
Our costs: building (0 or nominal rent); staff (1 FTE youth worker 
- £35K p.a.; volunteers £0); fees for mentors/role models - £10k 
p.a.); equipment – tablets; software - £10k start-up costs); 
adventure activities - £10k p.a.); promotion – advertising, social 
media - £2k p.a. 
 

Revenue Streams 
Earnings logic: mixed-revenue generation 
model (grants from UK/EU programmes –- 
charitable donations; fees from service 
providers; income from innovations/Apps 
developed; service provider certification; 
crowdfunding 
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Customer costs – young people: direct (£0); indirect – time, 
commitment, opportunity cost. Service providers – membership 
fee and/or fee paid per workshop programme activity 

Other value: social return on investment 
(SROI). Assuming 20 young people p.a. 
graduate from programme, and half of 
these change ‘NEET’ status – reduction in 
average costs to state of £144,380. 
Potential reduction in costs of youth 
offending/anti-social behavior: £36,200. 
Potential reduction in costs of drug misuse: 
£168,940 

Environmental Impacts  
Negligible. The Lab adapts to existing space and infrastructure. 
No envisaged increase in carbon footprint 

Environmental Benefits 
The Lab works to provide solutions on 
reducing carbon footprint 

Social Impacts 
None envisaged 

Social Benefits 
Reduction in costs associated with 
changing NEET status, reduction in youth 
offending and ASB, reduction in costs of 
drugs misuse (based on 10 young people 
p.a.)=£349,520 
Increase in civic and social participation of 
young people in the area 
Increase in young people’s competences, 
adding value to their ‘marketability’ and 
increasing their life chances 
Increase in social capital and resilience in 
local communities as a result of young 
people providing solutions to ‘what’s 
broken’ 
Increase in relevance, quality and 
effectiveness of youth services provided in 
the area 

 
Social Return on Investment (SROI) 
SROI measures social, environmental and economic outcomes and uses monetary values to 
represent them.  On the surface, calculating an SROI ratio – the amount of return on the financial 
input invested – is a simple matter of using the following formula: 

SROI = (social impact value – initial investment amount) ÷ initial investment amount x 100% 

For example an SROI ratio of 5:1 indicates that for every euro invested, an intervention delivers 
5 euro in value (defined as economic, social and environmental value). In practice, calculating 
SROI is quite complex and requires the following steps: 

• Establishing the financial proxies needed to calculate the SROI. Proxies are indirect indicators 
that approximate for a direct indicator for which data are difficult to obtain. For example, there 
are no common and recognised indicators to measure the financial value attributed to the 
impact a skills development programme has on social inclusion. So a proxy measure needs to 
be found – for example the reduction in average welfare costs expended to support a young 
person who is NEET (not in Employment, Education or Training) 

• Developing an ‘impacts map’ that shows relationships between inputs, outputs and outcomes 
– this is normally derived from an intervention’s Theory of Change (see Step 1 above and Step 
9 below) 

• Evidencing the inputs, outputs and outcomes and giving them a value 
• Establishing impact. This requires calculating ‘additionality’ - "the extent to which something 

happens as a result of an intervention that would not have occurred in the absence of the 
intervention". Calculating additionality requires four sub-calculations: deadweight - a measure 
of the outcome that would have happened even if the intervention had not taken place; 
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attribution - an assessment of how much the outcome was caused by the contribution of other 
organisations, interventions or actors; leakage - the value that is lost through, for example, an 
organisation leaving the intervention; displacement/substitution - the extent to which the 
benefits claimed by participants are at the expense of others outside the intervention; drop-off 
- the deterioration in the effects of an outcome over time. 

• Calculating the SROI. All the benefits of the intervention are aggregated. These are set against 
costs and ‘negative’ values and the result compared with the financial investment. 

The Table below shows how this could be done in practice for a Soft Skills Lab. 
 

Stage What this entails 
1.Establishing scope and identifying key 
stakeholders. 

Establish the SROI purpose, audience, 
background, resources and whether the 
SROI is a ‘forecast’ – i.e. predicting the 
likely costs and benefits or an ‘evaluation’, 
i.e. analysing the actual costs and benefits. 
Key Lab stakeholders are identified (see 
Step 2 above) and consulted on (Step 7 
above) establishing the financial ‘proxies’ 
needed to calculate the SROI. 

2. Mapping inputs and outcomes. An 'impacts map' (based on the Lab’s 
'Theory of Change' – See Step 9 below) is 
developed that shows relationships 
between inputs, outputs and outcomes 

3. Evidencing inputs and outcomes and giving 
them a value. 

Key inputs and outcomes indicators are 
identified and data collected to attach 
values to these indicators  

4. Establishing impact. The 'additionality' of the Lab is calculated. 
This includes calculating the economic 
impact that would have happened anyway 
(without the Lab) or impact that can be 
attributed to other factors (deadweight, 
displacement, leakage and attribution) 

5. Calculating the SROI. All the benefits of the Lab are aggregated. 
These are set against costs and ‘negative’ 
values and the result compared with the 
investment  

6. Reporting and Dissemination Sharing the findings with stakeholders 
through a report  

 
How this translates into a (hypothetical) SROI calculation is shown in the following Table. 
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SROI Analysis Results 
Investment 
Grant and additional 
resources invested 

Grant from EC and regional education authority contribution 800,000 
 

Value Generated 
Income generated p.a. Fees from training programme 500,000 
Reduction in teacher 
absences from work 

Aggregate savings as a result of improved productivity   150,000 
 

Reduction in student 
absences 

Aggregate savings as a result of improved attendance rates     50,000 
 

Reduction in stress Aggregate savings as a result of reduced mental health costs for teachers   45,000 
 

Increased teacher 
employability 

Value added as a result of increased soft skills  

Increased quality of 
teaching 

Value added on learning outcomes 65,000 

Reduced student social 
exclusion 

Savings on support costs for NEET students 35,000 

Collaboration Value added from interactions and collaboration in stakeholder networks 130,000 
 

Knowledge transfer and 
learning 

Value added from events, workshops, training sessions, online resources 140,000 

TOTAL VALUE GENERATED 1,195,000 
Additionality 
Attribution Aggregate total of other funding sources    60,000 
Deadweight Aggregate value of contribution of external processes   80,000 
Leakage Aggregate loss of entities in network 0 
Displacement  Aggregate value of programmes displaced by Soft Skills Lab 50,000 
Drop-off Standard discount rate @ 3.5% p.a. over 2 years 41,825 
TOTAL ADDITIONALITY 231,825 
Present Value Total value generated – total additionality 963,175 
Net Present Value Present Value-Investment  163,175 
SROI ratio NPV/Investment 0.203 

 
Pitfalls and how to survive them 
• Underestimating costs. It’s always tempting to let the vision take over from the reality. Be 

realistic about the costs needed to pay for the Lab. Be realistic about the likely sources of 
funding and how reliable these are. 

• Underestimating demand. Not everyone will think a Soft Skills Lab is a good idea or that it will 
bring benefits beyond making teachers less stressed. The analysis of costs and benefits needs 
to make a strong case to persuade doubters – especially potential funders. 

•  Not having a clear USP, value creation proposition and understanding of the ‘customer world’. 
The Lab needs to be seen to create value for all potential stakeholders.  

• Lack of evidence and data. SROI analysis in particular requires the collection and analysis of 
robust data. It’s sometimes hard to collect ‘proxy’ data for ‘intangibles’ – like the value added 
in terms of increased social inclusion of vulnerable students. There are a number of databases 
that provide good and tried and tested proxy indicators. Search them online. If you can’t get 
proxy data you’ll need to create your own, for example through a survey. 

 
Resources 

• Business Model Canvas template https://miro.com/aq/ps/business-model-canvas/ 
• How to do SROI – video https://www.youtube.com/watch?v=BbSspl6zx0k  
• A Guide to Social Return on Investment. SROI Network, 2012 
• Additionality Guide - third edition. English Partnerships, 2008  

https://miro.com/aq/ps/business-model-canvas/
https://www.youtube.com/watch?v=BbSspl6zx0k
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Step 9: Evaluating and Learning from practice  
 

Primary Task of this Step 
The Primary Task of this Step is to design and implement an evaluation plan for your Lab and 
training programme which will support progress monitoring and the collection of evidence of 
whether and in what ways the Lab and programme work, for whom and under what 
circumstances. 

 

Guiding Principles 
• Evaluation should be used not just as a retrospective tool to assess performance at the end of 

the programme, but should be embedded within the programme process from the start to 
support a cycle of continuous learning and improvement 

• This means that evaluation should be used for four main purposes: a developmental purpose 
- to support the programme design and implementation plan (ex-ante evaluation); an 
operational purpose - to help the programme keep track of how it is progressing (on-going or 
‘formative’ evaluation); a summative purpose - to help the programme measure what is has 
achieved (ex-post evaluation); a sustainability purpose - to help key actors in the programme 
learn from their experience 

•   There are many different methods and tools for collecting and analyzing evaluation data. 
Each has different purposes and different resource and skills requirements. The evaluation 
design and plan should take into account ‘pragmatic’ considerations: the ‘object’ of the 
evaluation; the purposes of the evaluation; the resources available to carry it out; who the 
evaluation audience is and what are their expectations; what evaluation skills are available in 
the programme, or can be brought in from outside; how long is the timeframe for the evaluation 
and what is it likely to cost  

• The evaluation should not just reflect the ‘expert’ view but should take a ‘participatory’ 
approach - trying to ensure that the voices of different stakeholders and their perspectives are 
represented – particularly those who have less power and whose voices are not often heard 

• This means that as far as possible evaluation data should be drawn from different sources and 
from different perspectives, and compared against each other, through ‘triangulation’, so that 
the evaluation reflects a balanced viewpoint  

• TEACHER+ is an attempt to address an existing educational problem – that is, to create some 
level of change in the education system.  The focus of evaluation should therefore be on 
assessing whether and how this change has occurred. 

• TEACHER+ works – or not - by enabling participants to make different choices, so a key 
objective of evaluation is to capture how and why these choices are made 
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Checklist of Actions 
Identify the evaluation purposes, timeframe and modes of operation ❑ 
Decide on who the audiences are and what are their expectations ❑ 
List the evaluation questions the evaluation will answer ❑ 
Decide on the methods to collect and analyse the data ❑ 
Decide on the indicators to measure results ❑ 
Work out what resources you need to do the evaluation ❑ 
Produce a plan to carry out the evaluation and assign tasks and roles ❑ 

 

Tools to help you evaluate your programme 
Theory of Change 
In the Introduction and in Step 4 we said that Teacher+ has a ‘Theory of Change’. Theory of 
Change helps convert the Lab vision into a roadmap for delivering the Lab and its services. It’s a 
way of presenting the Lab ‘journey’ – from the challenge it is presented with at the start of the 
journey to where it hopes to be at the end. Connecting the presenting challenge to the journey’s 
end- the impacts and changes the programme hopes to make to the existing problem - are: inputs 
(the resources available to deliver the Lab and training programme); activities (the actions carried 
out by the Lab); outputs (things produced by these activities); immediate outcomes, (changes in 
awareness and knowledge); intermediate outcomes (changes in behavior and structures). 
Underlying this ‘change journey’ are ‘theories’ (assumptions and hypotheses), for example a 
theory of what is causing the ‘presenting problem’; a theory of what is needed to bring about the 
desired solution; assumptions that if we take Action ‘X’, this will produce Output ‘Y’, which will 
then lead to Outcome ‘Z’. 
Theory of change is also one of the most powerful tools to evaluate the Lab and the training 
programme because: 

• It shows the expected change journey from the challenge the Lab is presented with at the start 
of the journey to where it hopes to be at the end  

• It sets out the programme inputs, outputs, outcomes and impacts and the connections between 
them  

• It specifies the hypotheses and assumptions of the programme – in particular its expected 
‘causal chains’ -  if we take Action ‘X’, this will produce Output ‘Y’, which will then lead to 
Outcome ‘Z’. 

Essentially, what evaluation does is to test this Theory of Change by gathering evaluation data 
over the life cycle of the Lab and the programmes it delivers, to see whether these expected 
hypotheses and assumptions work, and are supported by the evidence. 
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Using the Theory of Change, you 
can: 
• Work out which ‘modes’ of 

evaluation you need to apply and 
when (developmental, process, 
summative) 

• Identify which activities are 
critical for evaluation 

• Work out how you will measure 
outputs, outcomes and impacts 

• Periodically use the Theory of 
Change to monitor how far your 
programme is progressing in its 
‘change journey’ 

• Review the Theory of change at 
programme end to assess how 
far the programme has 
progressed 

 
Evaluation Design Template 
Evaluation has four main purposes. These correspond to different evaluation ‘modes’ and need 
to be applied at different stages in the programme. They are: a developmental purpose - to 
support the programme design and implementation plan (ex-ante evaluation mode); an 
operational purpose - to help the programme keep track of how it is progressing (on-going or 
‘formative’ evaluation mode); a summative purpose - to help the programme measure what is has 
achieved (ex-post evaluation mode); a sustainability purpose - to help key actors in the 
programme learn from their experience (learning mode). These need to shape the evaluation 
design. 
 

 

Just as the programme being 
evaluated has a life cycle and 
progresses through different stages, 
so does its evaluation, and the 
methods and tools appropriate for 
each stage of the evaluation differ. 
The key stages of the life cycle of an 
evaluation are: 
 
Stage 1: Mapping and planning 
Stage 2: Implementation  
Stage 3: Reporting and 
dissemination 

 
Stage 1: Mapping and planning 
At the outset, the evaluation needs to identify: what are the purposes of the evaluation, who are 
the audience, and what kinds of things need to be focused on.  It also needs to consider the 
logistics of carrying out the evaluation: what are the settings in which evaluation will be carried 
out; what people are available to implement it and what skills are available; what communications 

Project

Ex-Ante
(Design)

Formative
(Process)

Ex-post
(Summative)

Learning
(Replication & 
Sustainability)

Piloting Actions
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channels need to be put into place. Following this initial assessment, and evaluation plan should 
be drawn up which will outline the evaluator’s decisions on the choices available. 

Stage 2: Implementation 
Having developed an evaluation plan, the next stage of the evaluation will inevitably focus on 
carrying that plan out. The main stages involved in implementation are: 

• Establishing the evaluation criteria that need to be assessed 

• Deciding on what methods and techniques are to be used for data capture 

• Managing and co-ordinating data collection, including analysing the results 

Stage 3: Reporting and Dissemination 
Dissemination should not be restricted to the circulation of a final report - especially in the case 
of ‘developmental’ evaluations. Different stakeholders may require different communication 
approaches. These might include: 

• Short summaries of the evaluation, tailored to different audiences 

• Journal articles for other researchers 

• Topical articles in the trade press/social media/blogs 

• Workshops for specific audiences 

• Feedback seminars for key decision-makers. 

Developing Indicators 
Measures to evaluate impact require the careful creation of indicators. There are four main types 
of indicator: 

• Critical Success Factors (CSFs);  
• Key Results Indicators (KRIs)  
• Immediate and Intermediate Outcomes (IMOs) and  
• Key Performance Indicators (KPIs)  

 

 

CSFs are the critical areas whose 
success is important and also the 
steps taken to succeed 

KRIs measure the effects of these 
steps at the end of the programme 
(impacts) 

IMOs measure the outcomes 
along the way 

 KPIs make the connection 
between the CSF’s and the IMOs. 
They track the actions between 
the CSF’s and the IMOs and 
assess progress towards final 
results 

 

CSFs KPIs IMOs KRIs

Key�actions�
KEYSTONE�needs�to�
take�and�their�
outputs

The�Effects�of�
KEYSTONE�Key�
Actions�on�the�
change�journey

Increase�in�social�
inclusion�of�
young�people�on�
the�margins

Use�results�from�
needs�analysis�to�
produce�CSP

%�increase�in�CSP�
programme
participants�from�
baseline

The�Effects�of�
KEYSTONE�Key�
Actions�on�the�
change�journey

KEYSTONE�Final�
Results�(Impacts)

increase�in�young�
people’�social�
innovation�skills
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The TEACHER+ Lab and training programme evaluation needs to combine all four elements in 
order to assess the success of the project - looking at the big ‘wins’ at project end; the critical 
success factors that are needed to make these happen and the key performance indicators that 
can tell us how we are progressing on the journey towards achieving the desired project results. 
In between we need to measure two kinds of outcomes: 

• Immediate Outcomes – changes in awareness, attitudes and knowledge 
• Intermediate Outcomes – changes in behaviours and structures. 

The CSFs, KPIs, IMOs and KRIs need to be aligned with the project ‘Theory of Change’.   

An illustrative example of these indicators is shown below. 
CSFs 
(activities 
& outputs) 

CSF 
indicator
s 

Immediate 
Outcomes 

IMO 
Indicators 

Intermediate 
Outcomes 

INO 
Indicators 

KPIs  KRIs 
(Impacts) 

Research 
on user 
needs 
feeds into 
pedagogic 
framework 
and 
curriculum 
for the Lab 
and training 
programme 

No. of 
teachers 
involved 
in needs 
analysis  

Increase in 
stakeholder 
awareness 
of drivers, 
barriers and 
training 
needs 

% surveyed 
teachers 
reporting 
increase in 
awareness of 
soft skills 
needs  
 

Teachers sign 
up for the Lab 
programme 

No. teachers 
signed up 
Lab 
programme 

% survey 
target 
reached 
 

Increase in 
quality of 
education 
services 
provided in 
local 
community 

 
Process dashboard 
The Process Dashboard has four purposes: i) to enable monitoring of programme progress set 
against key progress indicators, or baselines ii) to provide a picture of where the programme is in 
relation to the ‘change journey’ specified in the ‘Theory of Change’ (and also to review whether 
the underlying assumptions and hypotheses embedded in the project ToC hold true or need 
revision) iii) to feed data into the overall summative (outcomes) evaluation of the programme iv) 
to stimulate review and learning as the programme develops. 

The Dashboard is composed of Key Progress Monitoring Indicators –  a list of baseline core 
outputs defined as ‘evidence of success’, that together build up a snapshot at a point in time of 
the extent to which the programme is meeting its planned operational objectives. The dashboard 
and associated indicators are regularly monitored and updated in line with the programme and 
evaluation life cycle. An integrated spreadsheet containing the process monitoring data can be 
uploaded to a sharing platform like Google Docs. Data entry and updating enables a ‘snapshot 
analysis’ of progress to be carried out, which provides a set of time series assessments that 
ultimately feed into the overall summative evaluation of the programme. In addition it should 
include the KPIs developed for the evaluation. 

An example of a Process Dashboard is shown in the Table below. 
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NA = Not applicable. KPIs do not have targets. They measure progress towards a specified target 
from a particular baseline. 

 
Pitfalls and how to avoid them 
• Try not to be too ‘scientific’. Everyone likes ‘numbers’ – particularly programme funders who 

typically require evidence that their investment shows value for money. However, TEACHER+ 
is not a new anti-inflammatory drug. It’s a complex social intervention. ‘Experimental’ 
evaluation methods – like randomized control trials – won’t work with TEACHER+. Be 
pragmatic and realist. Use Theory of Change. 

• Know your limitations – make sure you have included in your evaluation design and plan 
estimates of the resources and skills required to carry out the evaluation. Be aware that some 
evaluation techniques – like ethnographic work and case studies – are more resource-intensive 
than ‘cheap and cheerful’ methods like surveys. 

• Avoid evaluation suspicion and resentment – many teachers and stakeholders could see 
evaluation and performance assessment as the same thing. Make sure you explain to all 
involved that evaluation is about learning, not performance. Get people on board by using a 
‘participatory evaluation’ approach so all teachers and stakeholders ‘own’ the evaluation. 

• Don’t be afraid to measure shortcomings and to report on where the Lab and training 
programme objectives fall short. Learning from failure is as important as learning from success. 

• Choose data collection tools and design data collection instruments that will appeal to your 
evaluation participants. For example, if you survey young teachers, do it through a social media 
platform they’re familiar with. 

• Be SMART – design indicators that are Specific, Measurable, Achievable, Relevant and Time-
bound. 

• Produce results that are relevant and usable – the main objective of evaluation is to learn. 
Make sure the learning from the evaluation feeds into ongoing Lab and training programme 
monitoring – so you can take remedial steps if necessary – and into the sustainability plan for 
the Lab and programme. 

 
Resources 
• A presentation explaining the use and design of theories of change for different contexts: 

https://www.cecan.ac.uk/news/cecan-seminar-theory-of-change 

https://www.cecan.ac.uk/news/cecan-seminar-theory-of-change
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Step 10: Replication and Sustainability 
 

Primary Task of this Step 
The primary task of this step is to plan for the sustainability of the Lab and TEACHER+ training 
programme by using the evidence from evaluation – Step 9 – to show how the Lab and 
programme can be sustainable, and/or scaled up and out – i.e. expanding the programme, 
transferring the programme elsewhere or applying it in another context. 

 

Guiding Principles 
• Replication means getting evidence to show that the programme doesn’t only work in one 

place or at one time. Although it may not be necessary to expand or transfer the programme, 
you may need to demonstrate that it can work for different groups of young people in other 
locations or in other contexts, for example to support further funding applications. This requires 
using the evaluation evidence from Step 9 to show what works, for whom under which 
circumstances. 

• Stakeholders who may have an interest in providing resources to ensure future continuity of 
the programme need to be persuaded by strong evaluation evidence that it works and provides 
value. 

• Sustainability means planning for this future continuity by analysing the economic, financial 
and social returns that the Soft Skills Labs and TEACHER+ training programme can deliver 
and exploring potential sources of funding and other resources that can support the long-term 
implementation of the programme. 

• Sustainability planning should start early on in the life cycle of the Lab and training programme. 
Avoid bolting on a sustainability plan at the end. Planning for the future could cover identifying 
and networking with potential key stakeholders, ensuring robust evaluation is taking place and 
identifying possible future funders. 

• Make sure you engage key stakeholders in the planning for replication and sustainability. The 
stakeholder mapping work covered in Step 2 will help you identify which stakeholders are likely 
to want to get involved in future programme expansion or replication. 

• Sustainability planning requires skills in economic and financial analysis. You may need to 
bring these skills in from an external source. 

 

Checklist of Actions 
Produce evaluation report on evidence of effectiveness ❑ 
Decide on need for scaling up/out ❑ 
Review stakeholder map from Step 1 to identify potential partners ❑ 
Carry out replication analysis ❑ 
Carry out economic and financial analysis ❑ 
Produce replication and sustainability plan ❑ 
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Tools to support replication and sustainability 
Replication Analysis Tool 
Replication can be understood as a process of taking a product, service, model or even 
information into a different setting (context) or to a different target group than the one it was 
originally developed for. This process is also sometimes referred to as ‘scaling out’ and is different 
from ‘scaling up’ which tends to involve increasing the volume of what is delivered.  
Replication tends to be a three-stage process: 

• Knowledge and awareness stage: In order to replicate or adopt an innovation, it needs to have 
been shown to meet needs, to be effective and to be known by those considering adopting it. 

• Choice and decision stage: this involves relevant actors making choices about the replication 
destination, the process of doing this, and how it will be financed. Both of the first two stages 
benefit from the existence of evaluation and / or cost-benefit data. 

• The final implementation stage involves taking the product, service or other innovation into one 
or several other contexts – e.g. adapting the TEACHER+ programme for VET teachers. 

This tool supports the first stage of this process, in order to inform the next stage – helping to 
inform your decisions about how to scale out your project. It provides a checklist of the questions 
that need to be answered to assess the ‘replication readiness’ of your programme. 
 
Intervention (programme) features and design 
What is the nature of the 
programme? 

Straightforward design with a logic model and/or a manual describing it and 
how it should be implemented 
Straightforward / simple design that is well explained – but no manual 
Several activity strands, no logic model or manual that describes the 
programme and there are several hard to define components 

How much do you know about what 
the essential parts of your 
programme are that make it 
successful? 

No knowledge about which parts make the intervention successful 
Some knowledge (e.g. from introducing the programme into different 
contexts or theory of change) 
Strong evidence and evaluation-based knowledge about aspects of the 
intervention that are responsible for its impact 

Will your programme work in other 
contexts? 

The programme is culture or context specific 
There is some evidence of the programme working elsewhere 
There is strong evidence that the programme will work elsewhere 

What evidence do you have that 
that your programme has an 
impact? 

The impact is unknown or unclear 
Reasonable evidence from evaluation or other measurement 
Strong and rigorous evidence from rigorous evaluation relevant to the scale 
and nature of the intervention. 

Replication plans, strategies and structures 
What is the main reason or 
motivation to replicate the 
intervention? 

To increase scale: does the delivery setting allow rapid scaling? 
To increase financial returns: is there robust cost / benefit data? 
Other reasons: please specify 

What is your business model for 
replication? 

No business model 
Outline business model 
Detailed business model 
 

How are you planning to deliver the 
project in another context? 

Via direct delivery 
Via indirect delivery 
A third party will deliver it 

Is there a clear owner of the 
replication project? 

No 
Yes - there is one individual with relevant skills and experience 
Yes, the project owner is an experienced individual with previous experience 
in scaling and is trusted by stakeholders. 

What understanding and evidence 
do you have of the match between 

No understanding 
Some understanding 
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the social, economic and 
environmental needs of the local 
and replication contexts? 

In-depth field research implemented to understand differences and 
similarities in needs 

What evidence do you have of the 
supply or people or organisations 
willing to deliver the 

No interested parties or only some initial contacts 
There is evidence of a supply of people or organisations willing and qualified 
to take on the replicated programme 
There is strong evidence of several people or organisations eager and 
qualified to take on the replicated project 

Organisational culture, capability, capacity 
Are the functions and 
organisational values necessary for 
replication (relating to process, 
systems, training, legal 
agreements, procedures and 
ensuring quality) well defined and 

No 
Yes, a few are defined and developed 
Yes, most are defined and developed 
Yes, all are accurately defined and developed 

What is the quality of staff involved 
in the replication effort? 

They generally display a low level of curiosity, and willingness to learn. 
They display some degree of curiosity, and willingness to learn  
They display a high degree of curiosity, and willingness to learn and may 
have prior experience of replication 

What is the seniority of staff 
involved in the replication effort? 

mainly junior and not able to take many autonomous decisions 
have some degree of autonomous decision making ability 
sufficiently senior to work autonomously and take decisions 

To what extent are organisational 
and programme technologies 
transferable to different contexts? 

They are specific to the context in which they were created. 
With some changes, they can be used in different contexts.There is evidence 
to show that they can be used in a different context. 

What is the nature of 
communication patterns within the 
project and with external 
stakeholders? 

Communication is siloed and technocratic. 
Cross team communication is possible but not ‘habitual’ 
Individual, team and cross team communication patterns are fluid 

To what extent do staff and external 
stakeholders support replication? 

Most are hostile to replication 
Most are supportive of replication 
All are supportive of replication 

Is the brand understood and valued 
by your audience (beneficiaries, 
customers, funders etc.)? 

No or very little understanding 
Brand is partially understood and valued 
Brand and organisational values are clearly documented, 

Source: Tavistock Institute/Designscapes 

 

Pitfalls and how to survive them 
• Over-ambition – many an enterprise has failed because it expanded to much and too soon. 

There’s no absolute reason why a successful programme is sustainable or deserves be scaled 
up and out. The case for replication should be carefully examined – by assessing level of 
demand and user need, stakeholder interest and the support available from the external 
environment – before going ahead with a replication strategy. 

• Lack of evidence – you need to have credible and plausible evidence of value in order to 
develop a replication and or sustainability plan. This highlights the importance of developing 
and implementing an effective evaluation effort as an ongoing feature of the programme 
development and implementation process. 

• Lack of interest – there are many worthy and effective programmes for teachers out there, 
which makes for significant competition. Successful replication and sustainability strategies are 
those that have stakeholder buy-in – not only from funders put potential Lab and training 
programme partners and users. You need to cultivate and work collaboratively with potential 
stakeholders early on. 

• Lack of technical resources and expertise – assessing replication readiness and sustainability 
potential, as well as developing a business case for a programme, takes significant technical 
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know-how and resources. You need to ensure these are in place – either in-house or imported 
– in order to develop successful replication and sustainability plans. 

 
 
Resources 
• Online replication readiness test developed by Spring Impact: 

https://toolkit.springimpact.org/Home 
• A guide suggesting different ways to prepare for enhancing the replicability of proven or 

evidence-based projects: https://www.childtrends.org/wp-content/uploads/2007/10/Seven-
Activities.pdf 

• Slide presentation on understanding replication as a continuous improvement process: 
http://slideplayer.com/slide/3736009/ 

 
  

https://toolkit.springimpact.org/Home
http://slideplayer.com/slide/3736009/
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3. Sustainability Plan 
 
While the Transferability Toolkit has provided strategic and operational suggestions as to how to 
build on the results of the TEACHER+ project and replicate/transfer them to different national 
European contexts beyond those of the project partners, the Sustainability plan focusses mainly 
on the financial sustainability of the transfer and/or replication. 

According to the DG-EAC’s Handbook for Sustainability of international cooperation projects in 
the field of higher education and vocational training,3 

“A project is sustainable when it continues to deliver benefits to the project beneficiaries and/or 
other constituencies for an extended period after the Commission’s financial assistance has 
been terminated.” 

Besides this general definition, we will specifically refer to the About Sustainability section of said 
Handbook, which reads: 

“A project can be considered as sustainable if its outcomes continue after the end of EU 
funding. However, since the sustainability of project outcomes may be difficult to anticipate 
and to describe – most are not tangible and are difficult to see – this Handbook focuses on the 
sustainability of activities and/or outputs. Sustainability may not concern all the aspects of a 
project. In each project some activities or outputs may be maintained, while others may not be 
so necessary to maintain. A project can therefore be considered as sustainable if relevant 
activities are pursued and outputs are maintained or developed after the end of the EU funding 
(i.e. duration of new courses, up-dating of new tools).” 

Building on the above definitions, the main Teacher+ project sustainability components can be 
identified in the following: 
• IO1: Online course for teachers in interpersonal communication, leadership, and conflict 

management  
• IO2: Simulated practice learning game for training teachers 

These two outputs are both part of the Teacher+ training programme for teachers. 

 

3.1. Purpose of the TEACHER+ project 
TEACHER+ is co-funded by the Erasmus+ Programme of the European Union under the “School 
Education” Strand, KA2 “Strategic Partnerships for Innovation”, and has been developed over 
three years, from September 2019 to August 2022. 

The objective of the project is to enhance the professional development of teachers by improving 
their ability to communicate with others in three interaction areas:  

• Teacher-Student 
• Teacher-Parents/Guardians 
• Teacher-Teacher/Staff 

This was achieved through the design and development of an online training course for teachers 
on communication, leadership and conflict management complemented by a simulated practice 
educational game composed of 27 scenarios, which was piloted on 303 teachers in Europe. 

 
3http://eacea.ec.europa.eu/tempus/doc/sustainhandbook.pdf 
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3.2. The future of Teacher+: three-level sustainability  
Three levels of sustainability can be foreseen for Teacher+. 

Level 1 – Maintaining the project results 
The first level is the continuation of the Teacher+ training programme after the end of the 
funding period, which was planned in the approved proposal. This level is guaranteed for at least 
three years (2023-2024-2025) and consists in maintaining the Teacher+ webdomain, subdomain 
and hosting active and making the training programme (in the four project languages) available 
for free through self-enrolment via the Teacher+ website www.teacherplus.eu - where the Moodle 
platform which hosts the course is installed. At the same time each project partner will import a 
copy of the local language version of the training programme to their own websites to maximise 
access opportunities beyond the next three years. 

Level 2 – Planning Permanent Soft Skills Laboratories 
The second level of the Teacher+ sustainability consists in planning the further development 
of the project results by providing guidelines for stakeholders such as schools and school 
authorities on how to set up Permanent Soft Skills Laboratories within individual schools or 
groups of schools - within a not-for-profit framework. The Labs would incorporate the Teacher+ 
training programme, keep it updated by adding new learning resources, and gradually expand it 
to cover the face-to-face training dimension, to offer teachers the opportunity of continuous 
professional development in soft skills.  

Level 3 – Policy recommendations 
The third sustainability level goes a step further in the development of the project results and 
consists in developing policy recommendations for incorporating soft skills training in the curricula 
of official teaching certification courses through the Permanent Soft Skills Laboratories model. 
This part of IO3 will focus on Level 2 – Planning Permanent Soft Skills Laboratories, while Level 
3 will be dealt with in Part 4 – Policy recommendations. 

 

3.3. Planning the Permanent Soft Skills Laboratories: business plan 
Despite its not-for-profit nature, the sustainability of a project such as that of the Teacher+ 
Permanent Soft Skills Labs needs to be assessed through a business plan to ensure that the 
main marketing, organisational and financial details are considered. To develop a business plan 
for the Labs we combined Osterwalder’s Business Model Canvas4 and a traditional business plan 
template to cover in detail the business definition, the overall business model, the 
organisational structure, a basic cost estimate and a list of funding opportunities. 

3.3.1. Business definition 
The business definition for the Teacher+ Labs is based on Abell’s Three-Dimensional Business 
Definition Model 5 and responds to the following three questions: 

  

 
4 https://www.strategyzer.com/canvas/business-model-canvas. 
5 ABELL, D.F. (1980). Defining the Business: The Starting Point of Strategic Planning.  

http://www.teacherplus.eu/
https://www.strategyzer.com/canvas/business-model-canvas
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i. Who are the “customers” of the Teacher+ project?6 
ii. What are their needs? 
iii. How do the Teacher+ Labs deliver their products/services to them? 

The above questions constitute the three business dimensions in Abell’s model: 
i. The user groups served  
ii. The user needs   
iii. The technologies  

The answers to the three questions above can be graphically represented by a three-dimensional 
figure built on three axes, each of which corresponds to one dimension of the Teacher+ Labs 
“business” as in Figure 1 below. 
 

 
Fig. 1. The three dimensions for the Permanent Soft Skills Labs project built on the Abell model. 

 

  

 
6 In the case of a not-for-profit initiative such as Teacher+ it is more appropriate to talk about “users” rather than “customers”. Therefore, 

we will refer to “users” and not to “customers” throughout this document.  
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User groups (Who?) 
The one user group for the Teacher+ Labs is that of Teachers. This aligns with the Teacher+ 
project, which was designed to respond to the teachers’ needs and which developed results that 
address primary, lower secondary and upper secondary school teachers.  

User needs (What?) 
The user needs related to soft skills7 that the Teacher+ Labs satisfy are the following: 

• Skills development 
• Protected practice, i.e., the possibility of practising one’s reactions and responses to critical 

incidents in a simulated environment that prevents damage 
• Sharing experiences with peers  
• Sharing knowledge with peers 

Technologies (How?) 
The technologies the Teacher+ Labs utilise to satisfy the users’ needs are the following: 

• Online learning 
• Gaming 
• Face-to-face learning 
• Role play 

The business model shows that the four use functions (the users’ needs) can be served by as 
many technologies as per table below. 

 

WHO? 
User groups 

WHAT? 
Users’ needs 

HOW? 
Technologies 

Teachers 

To develop one’s soft skills Online course 
Face-to-face training 

To practice one’s learning in a 
simulated environment that prevents 
damage 

Gaming 
Role play 

To share knowledge with peers Face-to-face training 
To share experiences with peers Role play 

 

The Teacher+ Labs to be set up by individual schools or groups of schools would comprise both 
the online learning and the face-to-face learning components and thus would offer a wide range 
of services to cover all the user needs identified thanks to their peer-to-peer approach which 
resulted as the most widely suggested during the participatory planning phase of IO3,8 whose 
results are informing this document. 

3.3.2. Business model  
Below is the Business model for the Teacher+ Labs developed on Osterwalder’s Canvas.9 

 
7  Information collected through the initial needs analysis research carried out on 92 respondents. 
8  Information collected through an online survey and interviews administered to  members of the Expert panel and participants in 

the pilot test of the Teacher+ course. 
9  Word implementation by: Neos Chronos Limited (https://neoschronos.com). License: CC BY-SA 3.0 

https://neoschronos.com/
https://creativecommons.org/licenses/by-sa/3.0/
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Key Partners  Key Activities Value Propositions User Relationships User Segments 
The Laboratories are 
one of the possible 
options for replication 
and further development 
of the Teacher+ project. 
Just as the Teacher+ 
project was designed 
with school teachers in 
mind, the Laboratories 
are seen as the concrete 
transfer of the Teacher+ 
concept within either 
individual schools or 
groups of school in order 
for teachers to benefit 
from continuous 
professional 
development within the 
school environment. 
Within this 
transferability/replicabilit
y approach the key 
partners of the 
Laboratories are 
teachers, school 
managers, the 
local/territorial school 
authorities. The 
Laboratories have a not-
for-profit nature and the 
objective of making 
continuous professional 
development available 
to schoolteachers. 
In this model of training 
Laboratory internal to a 
school, the suppliers are 
teachers themselves 
along with experienced 
external experts - 
psychologists, trainers 
and educators with a 
proven track record of 
work in the school 
education industry. The 
choice for this 
organisational scheme 

The Laboratories’ main activity is to offer 
teachers the opportunity to receive quality 
online and in-presence training in the soft skills 
necessary for successful interaction with 
students, their families, and with colleagues 
and other school staff. 
Within this main activity, the specific activities 
of the Laboratories consist in: 
enriching and constantly updating the contents 
of the Teacher+ training programme by 
producing and sharing new learning resources 
and enlarging the nature and the composition 
of the online platform as necessary; 
designing, developing and delivering in-
presence teacher training sessions and role-
play sessions to complement online soft skills 
training. 
 
 
 

The value the 
Laboratories offer is for 
teachers to become 
more aware of the 
importance of 
communication and 
collaboration to 
guarantee quality 
teaching and quality 
learning. 
The Laboratories 
respond to the 
teachers’ needs to: 
● share knowledge 

and collaborate in 
generating 
solutions to better 
manage the critical 
incidents that may 
occur at school, 

● being protagonists 
of their training by 
creating/co-
creating their own 
learning resources 
and sharing them 
with their 
colleagues 

● network and share 
knowledge and 
information 
through local 
and/or interschool 
groups, 

● receive 
personalised face-
to-face training 
and role-play 
sessions to 
complement online 
learning. 

The essence of the 
Permanent 
Laboratories is their 
collaborative nature. 

 
 

The Laboratories are not-for-profit initiatives developed 
within schools or groups of schools and aimed at 
enriching the knowledge and relational skills of their 
teachers. The relationship of users with the 
Laboratories is a cooperative/collaborative relationship 
aimed at mutual learning and professional 
development to improve teaching quality and 
effectiveness.  
 
 

School Teachers 
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lies in the aim of 
creating a place where 
the key principles are 
collaboration, sharing 
and mutual learning by 
and from those who 
know and live every day 
the world of school and 
its complexity. 

Key Resources  
 
 
 

Channels 
Physical resources: 
1 classroom to accommodate at least 20 
people. 
IT and digital resources (minimum 
equipment): 
● 1 personal computer 
● 5 devices (e.g., tablets) available to users 
● Fast internet connection 
● 1 IWB with video-projector  
Human resources (minimum staff): 
• 1 Manager  
• 2 external experts  
• n teachers  
Financial resources 
● Funds to remunerate Laboratory Manager 

and external experts 
● Funds to remunerate the extra work by 

teachers who choose to participate in the 
Laboratory. 

 
Being the Laboratory an internal department of the 
school / groups of schools, the users will be reached 
mainly through their school internal channels such as 
presentation of the Laboratories during Teaching Staff 
meetings and/or periodical calls for participation issued 
by the School Head. 
Applicants’ selection may be set up according to the 
school’s staff training strategy (e.g., in order of 
application; based on previous training history; based 
on needs assessment; etc.) 
 

Cost Structure Revenue Streams 

Investments (minimum equipment) 
1 personal computer 
1 video-projector 
1 IWB 
5 tablets 
General costs (utilities and services) 
● classroom use 
● electricity costs 
● heating costs  
● cleaning costs 
● internet connection 
● consumables 
Staff costs 
● Lab manager’s fees 
● Participants’ (teachers) fees  
● Psychologist fees 
● External expert(s) fees 

Investments 
social crowdfunding 
donations by Labdoo.org or similar organisations  
General costs (utilities and services) 
Covered by the school’s General Costs budget 
Staff costs 
School  Supplementary Fund - where available 
Donations by foundations 
Donations by sponsors (e.g., local businesses who are interested in improving education) 
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3.3.3. Organisational structure 
As can be seen in the Business Model, the Teacher+ Labs would require spaces, 
equipment, and human resources. The most significant organisational requirements 
according to the respondents to the participatory planning survey and interviews are 
those of human resources and IT equipment10 as further described below.  

A detailed description of each item that composes the Labs organisational structure 
follows. 

Spaces and furniture 
For the Labs to deliver both online and face-to-face training a spacious room is 
necessary, with desks and seats to accommodate at least 20 people and an area for 
role-play and circle activities. 

It can be assumed that if not all schools may have the possibility to designate a space 
exclusively reserved to the Labs activities, all schools may arrange a sufficiently large 
space – a classroom or lecture hall – available for ordinary Labs activities (autonomous 
online learning) at least 2 hours a day outside the teaching hours. More complex 
activities such as face-to-face training and co-creation/collaboration workshops would 
need to be scheduled throughout the school year, to make sure the premises are 
available. 

IT/digital equipment 
During the first implementation year the following minimum equipment would be 
necessary to allow simultaneous autonomous online training and/or co-creation of 
learning resources for at least 6 users, and the scheduled face-to-face training / role-
playing sessions: 

● 1 personal computer 

● 5 devices (e.g., tablets) available to users 

● Fast internet connection 

● 1 interactive whiteboard with video-projector 

The number of devices may be increased in the following years as the Labs develop 
and attract more users. 

Human resources 
Lab Management 

To function properly the Labs will need a Manager/Coordinator selected among the 
teaching staff – ideally, the teacher in charge of staff professional development, or an 
expressly trained member of the teaching staff.11  

Training design and delivery 

According to the survey and interview respondents the best way to deliver face-to-face 
training would be by combining interventions by external experts with others given by 
the teachers themselves, based on their research activities or experiences that are 
relevant to the theme of soft skills. This approach goes in the desired direction of 
encouraging teachers’ peer learning and developing their self-directed educational 

 
10 See note 6 above. 
11 See note 6 above. 
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design skills. The minimum Lab staffing for the first implementation year would be the 
following:12 

External staff (trainers) 

● 1 psychologist  

● 1 senior trainer/consultant with proven expertise in school education 

Internal staff 

● 5 teachers  

One significant note that the survey and interview respondents underlined is the 
importance to remunerate teachers for their participation in the Labs – both as trainers 
and as learners. As one teacher observed: “It is unthinkable to continue taking teacher 
training courses without receiving even a minimum acknowledgement for our 
commitment, either at financial or at professional level”. 

3.3.4. Cost planning 
Start-up investments 
As we have seen, setting up a Soft Skills Lab in a school requires some investments. 
The table below presents the minimum investment plan for the first implementation 
year, with the description of the items, their estimated unit cost13 and total cost.  

Description  Estimated unit cost 
(EUR) 

Estimated total cost 
(EUR) 

Laptop computer (1) 700 700 
Tablets (5) 200 1.000 
IWB with projector (1)  1.800 1.800 

Total estimated investment costs 3.500 
 
Below is the detailed explanation of the estimated investments. The costs are the 
average costs for a mid-range item/device. 

1. Laptop computer – this is necessary to support face-to-face training and can be 
used as additional device for online training. 

2. Tablets – these are necessary for delivering the online training programme to users 
and for performing research, collaboration and other online activities during face-to-
face sessions. 

3. Interactive whiteboard with projector – this complements the laptop computer for 
performing face-to-face training.  

An important note regarding investments is that the purchase of each of the items listed 
above could be postponed to a later moment and be replaced by equipment already in 
use at school during the startup phase (e.g., the computers in the IT classroom could 
replace the laptop and tablets for online training, and every school probably has at 
least one IWB). 

Basic estimated operating costs 

The table below shows the minimum estimated yearly costs for maintaining a Lab with 
5 participants – including the remuneration of the participating teachers. This table is 
to be considered as a starting point for detail financial planning. It reports the essential 

 
12  Both the professional profiles for the external experts and the training activities to be delivered by the school 

teachers were suggested by the survey and interview respondents. 
13  Average prices calculated based on an internet search on mid-range IT equipment prices for the year 2022. 
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expenses to run a Lab according to the specifications collected during the participatory 
planning survey and interviews. 

Item of expenditure Estimated cost per year  
(EUR) 

 YEAR 1 YEAR 2 YEAR 3 
A. Staff costs 6.630 7.430 8.630 
1. Lab Manager 1.750 1.750 1.750 
2. External experts  2.880 2.880 2.880 
3. Teachers participating in the Lab 2.000 2.800 4.000 
B. General costs (utilities and services) 0 0 0 
1. classroom use 0 0 0 
2. electricity costs 0 0 0 
3. heating costs  0 0 0 
4. cleaning costs 0 0 0 
5. internet connection 0 0 0 
6. consumables 0 0 0 
7. webinar/meeting tool 0 0 0 
 TOTAL ESTIMATED COSTS PER 

YEAR 
6.630 7.430 8.630 

 

Below is the detailed explanation of the estimated yearly costs. 

STAFF COSTS   

1. Lab Manager – The calculation is based on a scenario where 1 person is appointed 
to manage the Lab by performing the relevant activities, e.g., to plan, design and 
schedule the Lab activities, to collect participation requests from teachers, to select 
external experts, to organise the face-to-face training sessions and to perform any 
other organisational task that is necessary for the smooth running of the Lab. It has 
been foreseen that the selected person should have a teacher profile. The minimum 
hourly rate for the Lab Manager has been estimated at EUR 25. The estimated effort 
is 2 hours a week for 35 weeks/year (= 70 hours per school year), amounting to a 
yearly cost of EUR 1.750. 

2. External experts – The calculation is based on 2 senior experts with a minimum 
hourly rate of EUR 90, each of them providing 16 training hours/year amounting to 
a yearly cost of EUR 2.880.  

3. Teachers participating in the Lab – The calculation starts from a number of 5 
teachers participating in the Lab during Year 1, which increases to 7 in Year 2 and 
10 in Year 3, each of them receiving a Lab participation fee of EUR 400 (minimum), 
amounting to a cost of EUR 2.000 in Year 1, EUR 2.800 in Year 2, and EUR 4.000 
in Year 3. 

GENERAL COSTS 

The general costs listed in the table have been valorised at EUR 0 since all of them 
are likely to be covered by the School’s General Costs budget. 
Within this framework the only costs for starting a Soft Skills Lab are those for the 
equipment (see investment table) and for the staff remuneration.  
 
3.3.5. Funding opportunities 

The most challenging task in planning a 100% not-for-profit initiative as that of the Soft 
Skills Labs in schools is that of identifying suitable sources of funding, as state school 
often do not have the financial resources to purchase equipment or hire external 
experts. 
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Below is a list of possible funding opportunities to be explored. 

• Social crowdfunding - Platforms such as Donate My School,  Crowdfunder, 
Rocketfund, Invest My School may be helpful for raising funds by collecting small 
amounts from a large number of individuals who believe in the project. 

• Donation of used equipment - Portals such as Labdoo, Computers 4 Charity, 
Equality Action collect used computerd for donating them to schools in need. 

• School supplementary funding - This is additional funding yearly allocated to 
schools by the Government.  

• Fundraising from Foundations - One more funding opportunity could be to apply for 
a grant at a community foundation that has programmes on education. 

• Fundraising from local businesses - Small local businesses may be another source 
of funding, especially those which are interested in education or which operate in 
an industry relevant to education (e.g., bookshops, training and consulting 
businesses, VET providers, etc.) 

 

  

https://donatemyschool.com/
https://www.crowdfunder.co.uk/
https://www.rocketfund.org/
https://www.investmyschool.com/
https://www.labdoo.org/en/
https://www.computers4charity.org/
https://www.equalityaction.org.uk/tech-for-local-schools
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4. TEACHER+ Policy recommendations 
 

Soft Skills Labs will not develop, thrive and spread without a favourable policy envelope 
in which they can be supported. This Section presents a set of policy recommendations 
that aim to promote that envelope. These policy recommendations are necessarily 
pitched at the trans-national, national and regional levels. Without this broader policy 
and political infrastructure in place, Soft Skills Labs – whether situated in an existing 
space in a school; developed from scratch as a stand-alone addition to school 
infrastructure, or pitched at a broader scale – for example developed through a local 
or regional education authority; as part of a national educational initiative, or promoted 
through a trans-national programme – will struggle to take root. 

Recommendation 1: Increase effort to raise awareness of the problems that 
teachers face on a day to day basis as a result of disruptive, confrontational and 
inappropriate behaviours from students, parents, their colleagues and other 
actors within the school environment. 
It has been recognised for some time that high levels of stress and anxiety are 
experienced in the teaching professions – but little seems to be done about it. A report 
on stress in the classroom, carried out by the BBC in the UK in 2010 concluded that 
“About 80% of teachers complain about stress at work and thousands of teachers 
leave the profession every year - predominantly due to stress.” A decade later, the UK 
Health and Safety Executive reported high levels of stress in the workplace generally 
– but above average levels of stress in the teaching profession, with 2,100 out of every 
100,000 teachers suffering from stress. 14 This is a global phenomenon (Skaalvik & 
Skaalvik, 2017) – particularly in Europe – and it is growing worse (Redin and Erro-
Garces, 2019) 15 

A significant cause of these stresses and anxieties stem from the situations teachers 
are forced to deal with on an everyday basis that involve the ‘bad behaviour’ of others. 
Examples highlighted in Teacher+ research include an angry parent confronting a 
teacher because of a perception that their child has been unfairly treated; an unhappy 
student taking it out on a fellow-student by being abusive or violent; a teacher being 
bullied by one of their colleagues. The problem needs to come out more in the open 
and recognised within the education system as a pressing issue. European 
Commission agencies, Education Ministries and regional and local education 
authorities should deliver targeted information campaigns to raise awareness of the 
problem. These should incorporate Guidelines on how to recognise ‘bad behaviour’-
related stress and strategies for mitigating it – including Guidelines targeted at school 
management. 

Recommendation 2: Embed inter-personal skills, conflict management and 
leadership, relationship handling and communication and collaboration 
competences as core components within teacher competence frameworks. 
For over a decade, education policy at trans-national and national levels in Europe has 
highlighted issues around the under-development of skills in governance, collaboration 
and leadership (EC 2007 Communication ‘Improving the Quality of Teacher Education) 
and that progress in developing such skills has been’ slow and haphazard‘ (EC Impact 

 
14  UK Health and Safety Executive (2021). Work-related stress, anxiety or depression in Great Britain. 
15  Concha Iriarte Redín and Amaya Erro-Garcés,  (2019). Stress in teaching professionals across 

Europe, International Journal of Educational Research,Volume 103 
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Assessment, 2007). 16Although policies then and subsequently have referenced the 
need to incorporate these kinds of ‘soft skills’ within teacher competence frameworks, 
commitments to developing these competences have been either absent or largely 
vague and generic. A major policy initiative launched by the European Commission in 
2009 for example focused on the need for teachers to be ‘well-qualified’, ‘mobile’ and 
‘able to work with others’ but the competences required by teachers as specified in the 
Interim Report highlighted things like subject knowledge, pedagogical competences, 
inter-cultural skills and partnership working, with no reference to things like conflict 
management. 17  

Subsequent policy has failed to advance the cause of conflict management, 
relationship handling and leadership competences. In its strategic framework 
‘Rethinking education’, promoted by the European Commission in 2012, national 
education agencies were encouraged to ‘to include a revision and consolidation of the 
professional profiles of all teacher types (teachers from every level, heads of school 
and teacher educators) in their educational policies’. It was recommended that these 
profiles should be based on 28 core competences, broken down into three areas:  
knowledge and understanding; skills and dispositions: beliefs, attitudes, values and 
commitment 18. Within the ‘skills’ component of this framework competences based on 
‘collaborating with colleagues, parents and social services’ and ‘negotiation skills’ are 
specified – but there is no specific reference to competences that enable teachers to 
handle stress situations in schools. Similarly, at the national level, teacher competence 
frameworks that have been developed to operationalise the ‘Rethinking education’ 
approach have tended to focus on collaboration rather then conflict. For example, the 
teacher competence framework developed by the Finnish Institute for Educational 
Research specified eight clusters of competences. Two of these speak to the kinds of 
soft skills advocated in Teacher+: Co-operation and collaboration (to promote safe 
respectful school environments) and leadership, but conflict management specifically 
is not referred to (FIER, 2010; Caena, 2018). 19 20  It’s time to bring conflict 
management up front into the competence arena in educational policy. 

Recommendation 3: Provide adequate funding for teacher continuing 
professional development programmes to support teachers to acquire the skills 
they need in inter-personal skills, conflict management and leadership, 
relationship handling and communication and collaboration to mitigate and 
manage stress incidents in school. 
As noted in Part 2 of this Teacher+ ‘Intellectual Output’, one of the biggest potential 
obstacles to setting up Soft Skills Laboratories is financing. This relates not only to 
finding the capital and operational costs needed to set up and run a Lab but also 
ensuring that teachers are not ‘out of pocket’ as a result of participating in the training 
programme. At the policy level, there is a good case for ‘ring-fencing’ funding for 
teacher professional development in general within education and training budgets. 
There is a wealth of evidence to show that professional development improves 

 
16  Commission of the European Communities (2007). Communication from the Commission to the 

Council and the European Parliament: Improving the quality of teacher education. Brussels, 3.8.2007 
COM(2007) 392 final. Available at: 
http://eur-lex.europa.eu/legal-content/EN/TXT/PDF/?uri=CELEX:52007DC0392&from=EN  

17  Joint Interim Report by the Education Council and the European Commission on progress towards 
Education and Training 2010) 

18  Communication from the Commission to the European Parliament, the Council, the European 
Economic and Social Committee and the Committee of the Regions: Rethinking Education: Investing 
in skills for better socio-economic outcomes. Strasbourg, 20.11.2012 COM(2012) 669 final. Available 
at: http://eur-lex.europa.eu/legal 

19  FIER (2010). Education and Training 2010: Three studies to support School Policy Development. Lot 
2: Teacher Education Curricula in the EU. Final Report.Jyväskylä: University of Jyväskylä. 

20  Caena, F. (2014). Teacher competence frameworks in Europe: policy-as-discourse and policy-as-
competence. European Journal of Education, 49, (3), 311-331 

http://eur-lex.europa.eu/legal-content/EN/TXT/PDF/?uri=CELEX:52007DC0392&from=EN
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teaching practice, which in turn improves learning outcomes for students (Caena and 
Redecker, 2019).21  The Teacher+ project has demonstrated that conflict management 
and leadership, relationship handling and communication and collaboration skills are 
key competences that teachers need to deal with stress situations in their teaching 
practice. It has also provided strong evidence that training programmes to help 
teachers to acquire these competences work. Embedding funding for this type of 
programme in education and training budgets is likely to deliver positive benefits. 

Recommendation 4: Build time and resources into the school curriculum to 
support training in conflict management and leadership, relationship handling 
and communication and collaboration. 
The Teacher+ research and piloting of its training programme have shown that – apart 
from finance – the next biggest obstacle to promoting teacher professional 
development in this area is time and space. Both in the Teacher+ needs assessment 
and in piloting the training programme it became clear that teachers and trainees often 
struggle to find the time and space needed to do training. This is a likely cause of drop-
out from the Teacher+ programme. School management has a key role in making this 
time and space available for teachers. In turn, education policy-makers at national and 
regional levels can create the conditions in which school managers feel supported by 
providing direction, support, Guidelines and budget for this type of training. 

 

 
21  Caena, F and Redecker, C (2019). Aligning teacher competence frameworks to 21st century 

challenges: The case for the European Digital Competence Framework for Educators (Digcompedu). 
European Jnl. Education 
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