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Strategic Planning at the Universal American School/ 2018-2023
Mrs. Joan Khaja Office of the Superintendent
April 2018
The Universal American School has a history of 42 years of excellence in educating and
preparing students for the rigors of college as well as preparing them for responsible, productive,
and ethical global citizenship. To ensure that our students continue their quest toward future
leadership, it is critical that a plan to guide the UAS community, remain in place.
The strategic plan for the Universal American School is an action plan with objectives that focus
our staff, students, parents, board members and administration on our long and short term goals
over the next five years. This plan has been developed with input from various learning
community stakeholders and inculcates recommendations from our two accrediting agencies;
New England Association of Schools and Colleges (NEASC) and the Council of International
Schools (CIS). The strategic plan from the years 2013-2018 had many objectives that were
achieved while it was in place. Now as we move forward with continued school growth in mind,
a revised strategic plan attends to define and focus our collective efforts on positive school
development.
The school’s Accreditation Consultant and the Leadership Team of UAS spent time reviewing
the objectives. The objectives and action plans for 2018-2022 will continue to focus our efforts
on staff development, school technology, staff retention, and transitioning to a new student
centered accreditation protocol. We will monitor, measure and report on the achievement of our
action plan each semester beginning in the spring of 2019 to ensure alignment to the school’s
mission.
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Learning through cooperative play
Introduction
David McMurray April 2018

This strategic plan represents the continued efforts of the Universal American School to provide
continuity for its learning community with thoughtful attention to long and short term
planning. The Universal American School (UAS) Vision and Mission remain true and we are
committed to fluid improvement as we provide high quality education services to our learning
community. As we come off the heels of another successful re-accreditation with the New
England Association of Schools and Colleges (NEASC) and Council of International Schools (CIS),
UAS looks to transition to a growth based learning model as we move forward. As international
school standards for best practice teaching and learning evolve, so must we transform with
change to stay true to our Mission. We believe that this plan meets both objectives and
provides a unified guide for the board, administration, faculty, and parents as they work
together to enable the long term, sustainable interests of our school and its students.
The strategic planning process was a thorough and inclusive one. A series of plenary sessions
provided a platform for discussion and pre-strategic planning with stakeholders that
represented all aspects of the school. This allowed development and focus, in regard to a
number of beliefs, parameters and objectives that would represent fundamental foundation
pieces of the revised Strategic Plan. The Advisory Board and Ownership remain committed to
the school's Mission Statement and a plan that can provide a pathway for positive school
growth, over time.
Based on the interactive discussion, it has been decided that the UAS Plan should focus on five
strategic areas:
● Accreditation Transition
● Technology
● Foundations
● Staffing
● Teaching and Learning
This Strategic Plan provides goals and action plans to help drive the administration forward to a
secure, Mission-driven institution that supports education for the 21st Century learner. The
parameters that serve as a thoughtful guide to decision making play an important role in
determining the future of our school will stand the test of time in the years to come. Any
changes to this Strategic Plan will require Senior Leadership Team (SLT) approval.
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Mission Statement
Universal American School is committed and dedicated to providing an excellent teaching and
learning environment where students learn and understand what it means to be responsible,
productive, and ethical citizens. The school strives to create an educational climate where
students acquire the essential and necessary knowledge, understandings, and skills to reason
critically, communicate effectively, learn continuously and think creatively when solving
problems and making decisions.
The school’s mission is actively pursued within the contexts of an international student body and
a caring, supportive, and nurturing professional staff.
Philosophy
Universal American School (UAS) continually dedicates its fiscal and human resources towards
preparing students for both immediate and ongoing success in an ever changing and challenging
world. Virtually all graduates continue their formal education by attending some of the finest
international universities. UAS empowers its students to be able to comprehend the importance,
appreciate the significance, and respect the Arabic language, culture, traditions, and religion,
while using English as the basic means of communication and instruction. UAS strives to develop
in all its students the capacity to become productive, ethical, and moral participants in a culturally
diverse and technologically advanced global community.
UAS believes an effective, demanding, stimulating and caring education fosters the personal
growth and development that is necessary for students to reach their fullest potential and to
prosper in life. Such an education occurs best and yields optimal results when embedded in a
collaborative and collegial learning community - a learning community characterized by high
expectations and a demonstration of ethical and moral behavior and conduct from students and
staff - a learning community where students, educators, and parents are actively involved in all
facets of the educational process.
UAS further believes that the diversity of its student body and staff is in itself a source of great
strength and should be respected, nurtured, and celebrated.
Goals
1. UAS will create and sustain a rigorous academic environment where all students must
demonstrate competence in all their scholastic endeavors, and will require all academic core
classes to be conducted in English.
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2. UAS will provide each student with the academic skills necessary for continuing their
education and provide opportunities for career exploration and occupational guidance.
3. UAS will teach students acceptable work habits and mentally prepare them to manage tasks
through to completion.
4. UAS will develop within all students the knowledge of mathematics that is essential to a
student’s intellectual development and that prepares them for a wide range of career
choices.
5. UAS will focus on critical thinking and problem solving strategies in all grade levels.
6. UAS will inculcate in all students the belief that a true education lies in a life-long willingness
to learn and adapt in the midst of a constantly changing world.
7. UAS will provide all students the scientific knowledge necessary to understand their nature
as biological organisms in a physical world and to function effectively as responsible citizens
in a society that is increasingly shaped by science and technology.
8. UAS will develop an active appreciation of and involvement in issues related to preserving
our natural world.
9. UAS will develop within all students the knowledge that is essential to a student’s intellectual
development and that prepares them for a wide range of career choices.
10. UAS will encourage students to develop an appreciation for other languages, cultures, and
religions while cultivating pride in their own cultural identity.
11. UAS will emphasize ethical and moral standards, not only through its curriculum, but through
its extra-curricular programs, activities, and its rules and regulations, preparing our students
for lifelong learning and to be global citizens.
12. UAS will cultivate in all students moral and ethical integrity based on the development of
spiritual and human values.
13. UAS will expand and advance the human dimensions of all students by enabling them to
cultivate basic shared values and mutual respect based on the school’s Honor Code.
14. UAS will provide each student with the essential knowledge and skills to understand and
appreciate how societies function and to exercise the rights and responsibilities associated
with internationalism and citizenship.
15. UAS will contribute to each student’s physical and emotional well-being and development by
providing a positive environment that supports a positive self-image and self-esteem.
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16. UAS will maintain and support a full array of academic studies at all educational levels that
focus on Arabic language, culture, and religion.
17. UAS will expose students to their cultural heritage and provide viable opportunities for
students to develop pride in their roots.
18. UAS will require students to gain a significant knowledge, understanding, and ability to
communicate in at least one other world language.
19. UAS will encourage students to develop an appreciation for other people’s values,
perspectives and ways of life.
20. UAS will help students recognize and respect various cultures and their influence on
individual and group behavior and thought.
21. UAS will facilitate informal and formal exchanges of ideas in commerce, diplomacy, science,
technology, law and the arts.
22. UAS will require all academic classes at all levels (with the exception of Arabic and World
Language Classes), all extracurricular activities, and all school communications to be
expressed in English only.
23. UAS will develop in all students the knowledge and skills associated with the English language
(e.g., reading, writing, listening, speaking, etc).
24. UAS will ensure that all students at all educational levels understand and use technology
effectively and ethically.
25. UAS will develop in all students a minimum competency in the use of computers as
instruments to receive, send, organize, store, analyze and interpret information in all
academic disciplines.
26. UAS will provide each student with a broad range of opportunities to understand and
appreciate the fine arts (art, music, theater, dance, etc) and to discover and develop their
talents and interests so they might enhance the quality of their lives, engage their
imaginations, foster flexible ways of thinking, develop a disciplined effort, and build selfconfidence.
27. UAS will provide all students with the study of history and other social sciences so they might
perform effectively as citizens in a global society, understand central institutions and values
in their own society and other societies, and define problems and employ various kinds of
information when seeking solutions to contemporary problems.
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UAS Believes that…
1. Students need to respect themselves and others and strive to maintain high standards of
ethical and moral behavior.
2. Students need to be responsible for their own behavior/conduct and must demonstrate good
manners and positive attitudes towards others and towards learning.
3. Students must develop a discipline that comes from within and which is responsive and
responsible to authority and to the need for rules and regulations.
4. Students must take responsibility for their own learning and achievement and understand
that significant learning does not occur without major personal effort, perseverance, and
hard work.
5. Students need to make a positive contribution to society.
6. Students need to participate in a wide range of school activities that allows them to become
well-rounded individuals and prepares them for the world they live in.
7. Students need to develop their whole being, exhibiting intellectual curiosity, social
awareness, high moral and ethical standards, and physical abilities based on sound fitness
principles.
8. Parents must be actively involved in their child’s schooling experience.
9. Educators need to provide a safe and nurturing learning environment for all students.
10. Educators need to be professionally competent and possess the essential knowledge,
understandings, attitude, and skills to effectively teach and lead . . . they must be highly
qualified.
11. Educators must be held responsible for ensuring high achievement levels are actively and
continually sought for every student and that every student experiences academic success.
12. Educators must be caring and supportive of students, parents, and colleagues.
13. Educators must clearly understand they are constantly role models and therefore, must
exhibit the very best behavior/conduct for students.
14. Educators must be aware of the cultural differences that make students who and what they
are.
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15. School leaders need to be supportive of students, teachers, and parents and provide the
necessary incentives and guidance essential for strengthening the teaching and learning
environment.
16. School leaders must be actively engaged in managing the staff professional development
program and designing said program to enhance the instructional and assessment
techniques, strategies, methods, and practices associated with effective teaching.
Parameters for Decision Making
1. UAS will always ensure a safe and secure environment for our students and staff.
2. UAS will always make decisions based on the needs of the instructional programs.
3. UAS will always encourage reflective and positive communication between school
community and parents.
4. UAS will not tolerate any disrespectful attitudes and actions.
5. UAS will ensure that instruction and programming are aligned to the School Mission.
6. UAS will not deviate from Board Policy.
7. UAS will not employ or retain any person that does not subscribe to our beliefs.
8. UAS will always ensure that decisions and long term commitments are consistent with
the Strategic Plan.
9. UAS will always provide professional development opportunities to align with best
practice that encourage personal and organizational growth.
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Accreditation Plenary Session
January 2018
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UAS Strategic Objectives, 2018-2023
Accreditation Transition
Goals:
1. Facilitate learning that can encompasses creative, moral, social experiential and
entrepreneurial dimensions.
2. Celebrate learning that is extended to explore the unfamiliar, where learners consider a
range of perspectives, and take informed risks.
3. Provide an international student environment that is caring, supportive, and yet firm.
4. Cultivate a responsible, ethical, and productive student community that is globally
aware.
5. Offer a safe welcoming learning environment that promotes inclusion and celebrates
diversity.
Rationale:
UAS is an international school committed to developing an outstanding learning environment
resulting in high academic performance. In addition to stressing higher level thinking skills and
academic excellence, we are also focused on providing a safe and orderly learning environment.
Moral and social behavior is also important to us and to that end we put great emphasis on
helping students develop moral and social attitudes and 21st Century learning skills that help
them to understand and function as they engage in today’s complex world. As UAS continues its
accreditation relationship with the New England Association of Schools and Colleges (NEASC)
and the Council of International Schools (CIS), it will engage in a synchronous accreditation
cycle with a focus on a transitional growth model for teaching and learning. This transition will
require proactive professional development to support the learning community through the
growth process.
Action Points:
I. Develop a five year space utilization plan that best serves the needs of our students.
II.
Adhere to the target enrollment cap of 1800 students.
III.
Continue with every effort possible to acquire the vacant lot adjacent to the school to
improve our use of common space.
IV. Provide structured leadership for the transformative growth model of accreditation.
V. Create and maintain an accreditation coordinator position to facilitate transformative
change in the ecology of our learning environment.
VI. Enable the transformative shift to student based learning with proactive professional
development that is focused on support for all stakeholders within the learning
community.
VII. Redefine a well understood and manageable definition of learning at UAS.
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Technology
Goals:
1. To ensure equal access to technology for all School divisions.
2. Facilitate a learner centered education through technology Integration.
3. To improve efficiency of Student Support Services as well as establish better
communication and coordination between departments. By eliminating manual process
and integrating technology.
4. To ensure upkeep of Network Infrastructure, Systems and Services.
Rationale:
Given the nature of ever changing technology in the application of education services to
students, attention to technology is a vital part of strategic planning. The need to stay current
to best provide lifelong learning skills aligned to our school Mission is vital. So too is the need to
integrate technology into the safe and efficient operation of a school. The UAS Strategic Plan
provides goals and action plans to help drive the administration forward to a secure, Missiondriven institution that supports education for the 21st Century learner. The parameters that
serve as a thoughtful guide to decision making play an important role in determining the future
of our school will stand the test of time in the years to come. A well-developed IT Plan to
complement this document provides specific plans and timelines in relation to the complex
issue of technology will be handled over the span of this Strategic Plan.
Action Points:
I.

UAS is committed to ensure all users have equal access to technology in classrooms and
offices. Attention to professional development and implementation of systemic
hardware/software upgrades and pilot programs have been identified for each of the
Strategic Plan’s Five Years. (see UAS IT Strategic Plan Resource)

II.

Provide access to technology and integrate its principles to support student centered
learning and curriculum delivery in keeping with School Mission and Philosophy. By
expanding the school’s BYOD platform and supporting greater access to self-paced
technology resources, teachers and students will be able to improve collaborative,
project based learning opportunities in all divisions. (see UAS IT Strategic Plan Resource)

III.

School departments including, but not limited to: Administration, Business Office,
Human Resources, Clinic, Guidance Services, Transportation, Admissions, Library, Clinic
and Maintenance are dependent upon isolated procedures and manual process which
utilize technology to some degree. However, they operate in isolation and a need for an
integrated system that communicates, where appropriate, between departments is
desired. The School’s desire to go paperless in much of its day to day practice can be
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facilitated by infusing integrated technology interdepartmentally. (see UAS IT Strategic
Plan Resource)
IV.

UAS maintains a strong position relative to its Network, Data Management, Data
Storage and Web Services. The School accesses optic fiber to support its bandwidth for
external connection to the internet and web-based services. The data management
application of its internal network is secure. As technology improves and demands for
education best practice evolve, UAS will attend to measures that will maintain secure
and functional systems to service the smooth operation of the institution and provide
excellent access for its learning community. Systemic replacement of
hardware/software to stay current is in place and a process for regular review to
address technology performance is embedded in policy. (see UAS IT Strategic Plan
Resource)

Foundations:
Goals:
1. Governance and School Leadership will respond to shifts in geo-political issues that
impact the School’s ability to attend to its Mission.
2. To maintain facilities and operations in keeping with a safe and secure learning
environment.
3. To utilize technology to streamline human resources, business office, admissions and
learning management procedures to maximize operations.
4. Streamline and update policies to ensure a transparent and effective relationship
between the administration, parents, students and faculty.
5. Strengthen the role of the Superintendent in managing the daily operations of the
school.
6. Ensure that the implementation of the Strategic Plan is carried forward and that
decision making is aligned to the Strategic Objectives.
7. Support the fiduciary responsibility to the school for sound financial management.
Rationale:
UAS must rely on strong foundation areas that operate seamlessly in the background operation
of the school. A leadership model that compliments the School’s Mission and provides safety
and support for its learning environment is key. So too is the ethical and responsible policies
and practices of fiduciary management for both short and long term growth of the school.
Action Points
I.
II.

The SLT will streamline and update policies to ensure an effective relationship with all
stakeholders in the learning community.
Ownership to maintain an informed link with the Ministry of Education and react
appropriately to shifts in the national geo-political climate to ensure the safety, security
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III.
IV.
V.
VI.

and vision of the School’s Mission driven learning environment.
Strengthen the role of the Superintendent in managing the daily operations of the
school.
SLT ensure that the implementation of the Strategic Plan is carried forward and that
decision making is aligned to the Strategic Objectives.
Administration support the Business Manager in regard to fiduciary responsibility for
the School’s sound financial management.
The Administrative Team review and plan for appropriate use of common space to
optimize learning.

Collaborative Learning Opportunity
Staffing:
Goals:
1. Review and refine our overseas hire plan to ensure that the hiring team has complete
understanding of the curricular programs offered at the School.
2. Develop a five year staff retention plan.
3. Review and align a professional growth model (appraisal system) that is reflective of our
learning community’s transformative shift and aligns to best practice for student
centered learning that supports the UAS Mission.
4. Align and implement focused staff professional development to compliment systemic,
transformative change throughout the School’s learning community.
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Rationale:
Examining the link between teaching practices and their effects on student learning has
become standard practice in an effort to improve the quality of teaching and learning. The
School’s commitment to transformative change as it implements a more student centered
approach to its learning environment, requires an organized effort to coordinate staff
development that is linked to our plan for school improvement. In addition, a commitment to
retaining excellent educators to provide stability and continuity must be a high priority.

Action Points:
I. Pay attention to trends in best practices that are research based and student centered.
II.
Recruit and retain competent, highly trained teachers who bring experience and
international perspective.
III.
Recognize and celebrate team/groups who display dynamic professional ethics and best
practices.
IV. Define the traits most important in UAS Teachers, and develop a recruiting/screening
process that assures the greatest probability of candidate success.
V. Provide and implement professional development opportunities which are linked to
student achievement and aligned with strategic intent and accreditation protocols.
VI. Stick to minimum hire standards with all overseas hires being certified with a minimum
of one year of experience.
VII. Complete a majority of the hiring by April 1 to allow new hires time to authenticate
documents and procure appropriate Embassy stamps for the work permit.
VIII.
Bring to the hiring fairs, salary and benefit schedules projected out for a five year
period.
IX. Maintain the effective new hire mentor program as implemented by SLT in the fall of
2012.
X. Five year salary schedules and benefit packages need to be developed for Principals,
Teachers, and the Superintendent.
XI. Provide general upgrades and develop furniture replacement schedules for Teacher
Residences.
Teaching and Learning
Goals:
1. Maintain our commitment to educating students to be responsible, productive, and
ethical citizens with skills to reason critically, communicate effectively, learn
continuously and think creatively when solving problems and making decisions.
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2. Ensure that teachers have an understanding of fundamental assessment principles and
practices which can be used to enhance student learning and drive teacher
effectiveness.
3. Apply the Core Curriculum methodology to our standards based programming.

Facilitating creative autonomy in the classroom
Rationale:
The Universal American School is a college preparatory school that recognizes the importance
of providing a broad-based and rigorous curriculum to help students develop in accordance
with our Mission and Philosophy.
Action Points:
I. Redefine a well understood and manageable definition of learning at UAS.
II.
Continue to infuse the curriculum with environmental stewardship.
III.
Educate relative to global current events and social/political issues.
IV. Adhere to curriculum review of as per the policy.
o K-12 Language Arts
2017-2019 (two year)
o K-12 Mathematics
2019-2020
o K-12 Specials (Art, Music, PHE, Moderns, IT) 2020-2021
o K-12 Science
2021-2022
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o K-12 Social Studies
2022-2023
V. Leverage technology to support and enhance teaching and learning.
VI. Use Professional Learning Community strategies to enhance the use of common
formative/summative assessment that is linked to impact based evidence and data
driven instructional standards.
a. Continue to improve the use of data driven measures to inform teaching and
learning (MAP).
b. Use data in the development of planning structures that help shape desired
learning outcomes (UbD).
VII. Establish an appropriate professional development plan to provide ways for teachers to
observe the impact of desired instructional outcomes that help drive quality, student
centered instruction.
VIII.
Establish a digital curriculum map library to maintain a working bank of how instruction
changes relative to curriculum review.
IX. Emphasize the importance of teaching written and oral and presentation
communication skills.
a. Integrate RTI support at the Elementary Level
b. Maintain the common developmental goals of 6+1 Traits of Writing as a common
thread in the vertical scope and sequence of learning.
c. Strengthen Cross-Curricular opportunities for students to use transfer skills in
multiple areas of their learning.
d. Support students in the Middle and High School with electives and
extracurricular offerings that are well aligned to the Mission and provide
opportunities to support student autonomy and entrepreneurship, and ethical
interaction.
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