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Introduction

This document report is the result of contextualizing the GUIDANCE NOTE Teacher
Wellbeing in Emergency Settings - Domain 1. Foundational Standards. The
contextualization was implemented in Colombia, Bogota.

The foundational standards are divided into

Standard 1: Participation Standard 5: Response Strategies
Standard 2: Resources Standard 6: Monitoring
Standard 3: Coordination Standard 7: Evaluation
Standard 4: Assessment

However, for this contextualization exercise the focus will be on standard 1, 2, 3 and 4. The
report's goal is to share how the contextualization of Domain 1 was done and share the
challenges and recommendations based on the consultant team's experience.

First, the reader will be able to find a short introduction to the context allowing a grasp of
the social and economic context in which the needs assessment was run. Additionally, a
population characterization and a description of the school where the data collection was
done will be shared.

Following, you will find information about the step-by-step how to plan and execute a needs
assessment and how the 3 Principles were mainstreamed across the process. Also, this
document aims to provide insights on how to use the guidance and contextualize its use,
focused on the Domain 1- Foundational standards.

The next session is divided into three parts:

1) The design of the work plan:

This part of the report aims to share step-by-step how the team prepared to do the needs
assessment. It will support colleagues who want to design a needs assessment to
understand teachers’ well-being in an emergency context.

2) The implementation and adjustments of the work plan

The implementation and adjustment of the work plan will detail the challenges and how the
team responded to them to be able to do the needs assessment. It will also share details on
how the activities were conducted in the half-day workshop.

3) Lessons learned from the needs assessment design and implementation process



In some parts of the document, you can find an indication of which principles were applied
during the contextualization of Domain 1. These principles are:

1. Promote teachers’ access to MHPSS
2. Create enabling work environments for teachers
3. Enhance teacher voice, agency, and leadership

School Context

In recent years, the Latin American region has suffered from multiple crises that have
affected the whole social structure. In Colombia, the Venezuelan migratory crisis that started
around 2005 and expanded since 2015 has already reached 1'842.390 migrants, according
to GIFMM data1, 1'182.059 of which are still in the regularization process. This situation
pressures the social protection systems of the country, which were already vulnerable before
the migration.

Colombia's armed conflict history left over 2 million displaced people around the country and
continues to bring violence, especially in key urban areas that had received displacement
victims and demobilized combatants.

In addition to the migratory and violent crises, the recent effects of the COVID-19 pandemic
led to an unprecedented crisis impacting the economy, health, and social cohesion.

In this context of multiple crises, the municipality of Soacha, located in the south of Bogota
and with great conurbation with this city, has a complex population since 74% of it are
migrants2, either internal or external. The population growth of Soacha is due more to
migration than to people born there. It happened because of Bogota's industrialized growth,
extending south of the city. People living in Soacha have the opportunity to access job
opportunities in Bogota but live at a lower cost.

According to GIFMM and Unidad de Víctimas3 numbers, Soacha hosts nearly 25.950
Venezuelan migrants and 3.873 armed conflict victims. It is registered as a zone where
many violations of IHL are made, such as selective homicide, extrajudicial executions, forced
disappearance, recruitment, kidnapping, and attacks4.

4 https://comisiondelaverdad.co/en-los-territorios/despliegue-territorial/bogota-y-soacha

3 https://www.unidadvictimas.gov.co/es/reporte-de-caracterizacion/37398

2https://repository.iom.int/bitstream/handle/20.500.11788/368/COLOIM%200114%20V4.pdf?sequence=1&isAllowe
d=y

1https://www.r4v.info/es/colombia



School characteristics and context

In the context mentioned above, the Soacha local educational secretary covers 24 public
and 173 private schools, for more than 71.000 students registered in formal education. The
guide contextualization was done with the support of the School Instituición Educativa
Ciudadela Sucre. 

The school is located in Ciudadela Sucre, a neighborhood part of commune 4. It has part of
its territory in a rural area and has 63,500 inhabitants. It is a neighborhood with high social
and economic vulnerability and a high concentration of migrant and displaced populations.

Additionally, at the time of the data collection, the emergency was in a recovery phase after
two years of school closures due to the COVID-19 pandemic. Also, the education community
was busy finishing the school semester.

This school is composed of 3 different sites distributed in the same territory. The main
building has a good physical structure compared to the other two sites and is where the
consultant team carried out the needs assessment activities with the teachers. The other
two buildings are smaller and have deteriorated physical structures. The educational
institution provides education to more than 2200 students. The school administrative team
comprises three coordinators, one for each site, one psycho-counselor and one school
director; both mentioned members are in charge of the three educational sites.

The prioritized activities were implemented during a 4-hour day workshop at the main
educational site, and a virtual non-synchronic survey. It is important to mention that the
activities were carried out within the Teachers' Day celebration framework. A week before
the face-to-face activity, the survey on well-being was shared with the school counselor so
that he could share it with the teachers.

In total, 74 people participated in the needs assessment activities: 72 teachers, 1 site
coordinator and the psycho-counselor. Therefore, 55 teachers answer the questionnaire.



Demographic characteristics of teachers

The demographics of the participants in this needs analysis are presented below:

Female Male

Survey 40 15

Focus Group 48 24

There was no representation of people with disability, and none of the participants identified
themselves as displaced or migrants.

The Colombian educational system is divided into early education, preschool education,
basic education (five grades of primary and four grades of secondary), and secondary
education (two grades, culminating in a bachelor's degree).

Below you can find a table in which teachers are divided according to the education level at
which they teach.

Education level % of teachers
Pre- school Education 9,3%
Basic Primary 38,9%
Basic Secondary 18,5%
Secondary Education 33,3%

The majority have teacher qualifications (35,2%), followed by Master (28,9%), Specialization
(24,1%), and PhD (1,9%). Teachers’ education level is important but also the years of
experience. Below, you can find a table that shows teacher’s experience years:

Years of experience % of teachers
0 to 9 years 24,1%
10 to 19 years 40,7%
20 to 29 years 24,1%
30 to 40 years 11,1%

Most teachers who participated in the needs assessment activities had more than ten years
of experience.

The demographic characteristics are important to analyze the data collection, considering
other aspects beyond the data collection.



The design of the work plan

This part of the report aims to share step-by-step how the team prepared to do the needs
assessment. It will support colleagues who want to design a needs assessment to
understand teachers’ well-being in an emergency context. The design of the work plan is
divided into phases, as follows: 1) Definition and design of tools, 2) Coordination and
Awareness activity, 3) Implementation of the needs assessment and 4) Sharing findings and
accountability for the affected population.

Phase 1: Definition and design of tools

Step 1: Review the Guidance Note Teachers Wellbeing in Emergency Settings

Review the INEE guidance note to guarantee all the 3 principles: promote teachers' access
to MHPSS, create enabling work environments for teachers and enhance teachers' voice,
agency and leadership are considered during the process of the data collection and tools
design. It is recommended specifically the chapter Strategies to support teacher wellbeing in
Domain 1.

Step 2: Literature and data review

Consult if the key education actors, the working education groups, and local education
authorities have information or studies about teachers’ well-being needs. Ideally,
information comes from that specific area in which interventions intend to take place.

Step 2: Design the data collection tools

Define if in the needs assessment you want to be informed by qualitative, quantitative or
both types of data. This decision should take into consideration the challenges of talking
about well-being, particularly about mental health, which, depending on the context, can be
a sensitive topic to approach, which makes it more approachable through qualitative data.

In the design of the tools, we reviewed the Teacher Wellbeing Resources Mapping & Gap
Analysis. Particularly for the design of the questionnaire – self-assessment, the following
tools were reviewed:

Educator Resilience Trauma Informed Self Care, Self-assessment by the Center on
Great Teachers & Leaders at the American Institutes for Research

Teachers’ wellbeing: a framework for data collection and analysis, OECD.

The ecological well-being and job satisfaction in Primary Schools Teachers: a
comparative study between the Arab- Israeli Teachers and the Palestinian (West
Bank and Gaza strip)

Right to Play – Teachers psychosocial health and Wellbeing Questionnaire.

Once the review of the tools above was finalized, summing up the team field experience, it
was decided to explore in the needs assessment the following: 1) Psychological and social

https://inee.org/resources/teacher-wellbeing-resources-mapping-gap-analysis?utm_source=INEE+email+lists&utm_campaign=b97a2e6cd6-EMAIL_CAMPAIGN_2019_10_08_10_35_COPY_01&utm_medium=email&utm_term=0_710662b6ab-b97a2e6cd6-25793007
https://inee.org/resources/teacher-wellbeing-resources-mapping-gap-analysis?utm_source=INEE+email+lists&utm_campaign=b97a2e6cd6-EMAIL_CAMPAIGN_2019_10_08_10_35_COPY_01&utm_medium=email&utm_term=0_710662b6ab-b97a2e6cd6-25793007
https://gtlcenter.org/products-resources/educator-resilience-and-trauma-informed-self-care-self-assessment-and-planning
https://www.oecd-ilibrary.org/education/teachers-well-being_c36fc9d3-en
https://drive.google.com/file/d/1YAb7mMSjKQncCgcXzETtYYQKySjjxJ2Y/view?usp=sharing
https://drive.google.com/file/d/1YAb7mMSjKQncCgcXzETtYYQKySjjxJ2Y/view?usp=sharing
https://docs.google.com/document/d/1RLNTiIAqjTUZE3l3faJ_mwRZd7hfScVC/edit?usp=sharing&ouid=105829541416194593750&rtpof=true&sd=true


challenges faced by teachers, 2) Socio-emotional support, coping mechanisms and self-care
strategies, 3) Teacher’s voice and participation, 4) Teacher autonomy, 5) Social recognition
of teaching work and relationships and 6) Working conditions.

The tools were developed to try to capture teachers’ perspectives on the themes mentioned,
to have a broad view of teachers’ well-being, and the different aspects that impact it.

The following activities were planned for the need assessment:

● Activity 1: First intervention: General Meeting or artistic intervention in the
schools: “Mental Health and Wellbeing? – How does it affect our school?’’ Click
here to have access to the activity planning

Activity 2: Workshop: Understanding my workload, focused on teachers.
Click here to have access to the activity planning

Activity 3: Workshop: School leaders, parents, community leaders members of the
PTA (Parent-Teacher Association). Click here to have access to the activity planning

Activity 4: Focus Group with teachers and questionnaire application
Click here to have access to the Focus Group Planning
Click here to have access to the questionnaire application

Activity 5: Interview with the School Leader and the local secretary
Click here to have access to the activity planning

Activity 6: Emotional support Circle with teachers
Click here to have access to the activity planning

Phase 2: Coordination and awareness activity

Teachers’ well-being is an integral approach, and it is commonly not prioritized during an
emergency; furthermore, it can be a sensitive topic which can put in evidence several
challenges faced by the local education secretary, school leadership and teachers. Due to
the complexity, lack of resources and information on dealing with it, it is normally put to a
side.

The consultant team planned to host meetings with the local education secretary to have
their involvement from the beginning and support the team to connect with local schools
that are more affected by the multi-crisis context. Additionally, meetings with the local
actors were planned to invite them to participate in the process.

https://docs.google.com/spreadsheets/d/1S13ZPu13UAILU1X1SGmUff3w6zkfupJ6/edit?usp=sharing&ouid=105829541416194593750&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/1S13ZPu13UAILU1X1SGmUff3w6zkfupJ6/edit?usp=sharing&ouid=105829541416194593750&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/1kAYoeqevvlWBbcjRxw0FiO-_VmYdNfZc/edit?usp=sharing&ouid=105829541416194593750&rtpof=true&sd=true
https://docs.google.com/spreadsheets/d/19KA9tLo-GJ-SoHCYcrdmurGwOA43Bnlj/edit?usp=sharing&ouid=105829541416194593750&rtpof=true&sd=true
https://docs.google.com/document/d/1QOvXg_hAIvRNrgG6q_WMf8VG4bWKzfE8e3ZGPDz6k8k/edit?usp=sharing
https://docs.google.com/forms/d/1SOSWNNh_q_UIc7SXrhAb5eBz3okRrxj_l0vIhm6aI4M/edit
https://docs.google.com/document/d/1m5EBuRH93ceZiXisZSs-_o5w4_LiSDMzWpAQF6idxAw/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1XL5VHwhWGNxm-o-l2taJ0L7EaWBijz3N/edit?usp=sharing&ouid=105829541416194593750&rtpof=true&sd=true


Phase 3: Implementation of the needs assessment

The needs assessment was planned to be implemented in face-to-face activities. The
implementation requires permanent communication with the school leadership as it
demands coordination with the family, community members, and teachers.

Our needs assessment planning was done in the recovery phase of the educational
emergency, in which the team found several challenges in coordinating spaces to interact
with teachers.

The activities were planned to be implemented in a day or 2 half-day sessions.

Phase 4: Sharing findings, and accountability for the affected population

When the information analysis is finalized, it is important to have in place a plan for
dissemination. However, before the wide dissemination, it is important to validate and
gather feedback from the needs assessment participants. Teacher well-being is a broad
concept, and it is important to verify that what was communicated is what was understood
to avoid misunderstandings. Below, you can find the planned activities for this phase:

Activity 7: Activity to present findings and receive feedback from all the participants.
Additionally, an ideation workshop with school leadership and key teachers to think about
possible actions to put in place to address the challenges found in the needs assessment.
Once feedback from the participants is available, that should be incorporated into the final
report.

Activity 8:  a meeting will be hosted to share the final findings amongst the local NGOs and
members of the local education secretary. The content should be shared as an executive
summary to facilitate the communication of the results.



Implementation and adjustment of the work plan

Phase 1: Definition and design of tools

During the implementation phase, the consultant team had to adapt the initial planning due
to the limited time availability. The time of the year, May to June, is overwhelming for
teachers. There are many festival days and many activities due to the closure of the
academic semester. Furthermore, the attempt to coordinate with the local education
authority of Soacha had taken two months and in the end, unfortunately, it had not led to
any concrete action. The attempt to coordinate started at the beginning of March until the
end of April, without success. It led the consultant team to contact the school directly at the
beginning of May.

Once we contacted the school, the complete proposal was presented, which would require 2
journeys. However, due to holidays and academic activities, the school was only able to
commit to one journey.

In order to adjust the initial planning to the school availability, the team decide to prioritize
the following activities:

● Activity 4: (1) questionnaire application and (2) Focus group

(1) The questionnaire was sent a week ahead to the pedagogical coordinator who sent
it to teachers, from 72 teachers there were 55 answers, so 76% of teachers force took
part on it.

(2) The focus group were part of the activities implemented during the half-day journey.

● Activity 6: Emotional support Circle with teachers

The emotional support circle was part of the activities implemented during the half-day
journey.

Phase 2: Coordination and awareness activity

Coordination with Soacha local secretary

During the initial coordination with the local education secretary of Soacha, it was reported
that there was no data or resources about teachers' well-being. As mentioned before, due to
the delays and lack of prioritization from the local secretary, the team moved on to
coordinate directly with the school. The team tried to coordinate with the local secretary for
two months without positive engagement.



Coordination with the local Education working group

The consultant team presented the goal and activities related to the contextualization to the
working group. The local organizations were invited to participate in the contextualization
process, but unfortunately, none demonstrated interest in it. Also, the consultant team asked
the group for information regarding teachers’ mental health and well-being but they
reported not having information.

Coordination with the schools

The consultant team contacted five schools, of which only one was available on the
stipulated dates and keen to run the activities.

In the meeting with the school leadership, a presentation was delivered. The content
addressed the importance of teachers’ well-being, the goal and limitations of the needs
assessment and a quick description of the suggested activities. In this meeting, an alignment
was made on the expectations of how the activities will be implemented and how it will be
reported back to the educational community.

The process described previously can be interpreted as that teachers' well-being is not a
priority for the local actors and education secretary. The above-mentioned restrictions led
the consultant team to prioritize a few activities from the initial set of activities planned.

Phase 3: Implementation of the needs assessment

Structure and description of the half-day journey

On the day of the face-to-face workshop, there were 2 lead consultants and 4 facilitators.
The team was divided into 3 pairs to divide the 72 teachers into smaller groups.

Welcoming and presentation

We started the day by briefly telling them about the intention of the day, the agenda and
introducing the team. This was followed by a physical warm-up, in which everyone
participated: the school director, the site’s coordinators, the pedagogical coordinator, the
teachers and the facilitators' team. Once the activity was over, the teachers were divided
into groups, named by fruit.

Emotional Support Circle

The emotional support circle is an activity that aims to support teachers in identifying their
emotions and sharing their pain with their peers. It is an active listening exercise, where
teachers can connect with different emotions. The activity is an opportunity to heal, practice
empathy, and develop an awareness of how the environment affects their mental health
and well-being. To learn more about the methodology, you can review the activity plan.



Focus Group

The focus group followed a semi-structured question guide that aimed to better understand
the following topics: psychological and social problems, socio-emotional support and coping
mechanisms, recognition, teachers’ participation and working conditions. To see more
details about the themes approached during the focus group and the guiding questions, you
can look here.

The workshop closed with a gratitude exercise in each group.

Applicable principles of teacher wellbeing

(1) Promote teachers’ access to MHPSS

✓ Assess teachers’ mental health and psychosocial wellbeing needs, respond to them and
evaluate if the responses work

(3) Enhance teacher voice, agency, and leadership

✓  Involve teachers in creating tools to assess, monitor, and evaluate responses that affect
them

Phase 4: sharing, findings, and accountability for affected population

Regarding accountability for the affected population, the participants will have the chance
to review and give feedback on the information collected and shared. Also, a meeting with
the school leadership and the local partners/ local education secretary will be held. The goal
of the meeting is:

● Share the findings of the needs assessment, including recommendations
● Provide suggestions on how some of the recommendations can be implemented

based on the available resources.

Additionally, a list of tools and resources on PSS and SEL will be shared so the teachers can
have access to it. This request emerged during the focus group in which teachers asked for
tools that they could have access to online and for free.

To provide information in an accessible way, two documents were prepared:

1)   PPT for the school leadership with the main findings

2)   The analysis of the data collected during the needs assessment



Applicable principles of teacher wellbeing

(1) Promote teachers’ access to MHPSS

✓ Strengthen community participation and support teachers’ mental health and
psychosocial wellbeing with community resources

✓ Help different sectors and actors work together to support teachers’ mental health and
psychosocial wellbeing

(3) Create an enabling work environment

✓  Offer teachers resources in communities that support them in teaching and non-teaching
tasks

Challenges and Lessons Learned

Coordination with local authorities

Teachers' well-being is rarely a priority for the education system and may not be seen as an
important element affecting the school environment and its relation with student learning.
During the contextualization of the guidance, the team struggled to coordinate with the local
education authority. It was interpreted as a lack of prioritization to address teachers'
well-being, leading to a delay in the needs assessment. So, in this case, direct coordination
with the local schools was easier and more effective. It is key to know, in a specific context, if
the school has the autonomy to conduct a needs assessment. Even if the school has this
autonomy, it is always recommended to coordinate it with the local authority when possible.

Design of the work plan

The school calendar tends to be designed by the beginning of the academic year. Before
designing the work plan, it is important to answer the following questions:

● At what stage of the emergency is the educational community you are going to work
with?

It will help to define the structure of the activities and consider possible risks during the
activities.

● Is the time of the year busy? Realistic, how much time is available to do a needs
assessment, without overwhelming teachers and the education community?

Based on that, it can then decide if the needs assessment should be more concise or if it can
be more ambitious. It is important also to consider the holidays, festival days, and long
weekends, which can also affect the school calendar.



Ideally, the planning should be done in consultation with the authorities at the beginning of
the year or the start of school terms. It is highly recommended to do this exercise as part of
the recovery and preparation phase for future crises.

● If there was previous work done about teachers’ well-being? What are the
knowledge gaps?

It helps you design the tools, prioritize the focus of the needs assessment, and avoid
duplication of efforts, allowing more effective use of teachers and educational community
time.

The Implementation of the work plan

The planning needs to be flexible. In the designing phase it is important to have a shorter
version, in which you include the essential activities. Then, in the case that the school does
not have time for the implementation of the full planning, there is still a feasible option.

Teachers working in vulnerable contexts tend to have a high level of resilience, so the way to
approach well-being and mental health need to be carefully done. Special attention needs to
create demands that cannot be supplied, such as individual mental care. During the
implementation of the activities, it is important to identify possible actions that can be
implemented with the resources available in the school community. Look into more groups
than individual solutions.

Be very clear with teachers and other education community members about the goal of the
needs assessment, avoiding generating false expectations in terms of attending to the
demands that emerge during the exercise.

Teachers need to feel safe and protected to share information about their well-being and
mental health. Make sure to consider it during the planning and implementation of the
activities.

Sharing, findings, and accountability for the affected population

During the process of sharing findings, there is a need to adapt the content according to the
different audiences. Also, at the core of sharing findings strategies is teachers’ well-being,
which includes avoiding collocation and a sensible way to communicate the findings to
avoid retaliation against the teachers. The aim is not to look for culprits, but to identify
challenges and causal factors, to seek solutions.

We recommend first sharing the findings with the education community and making the
adjustments before sharing them with other actors. It has the purpose of minimizing
possible misinterpretation of the results.


