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FOREWORD

The in-service teacher training for teachers of Mathematics, English, Science and for headteachers is one of a number of initiatives within the Punjab Middle Schooling Project (PMSP) to improve Quality in Elementary Schools in Punjab.  By the end of 1999, over 15,000 teachers will have benefited from this component of the project, which is funded by DFID.

Knowing that a certain number of teachers have been trained is not enough to show that the project is being effective at improving the quality of teaching in classrooms and eventually in student learning outcomes.  Qualitative information is required to determine if change occurs in classroom practice following training.

This is a study of both the effectiveness of the training for teachers in Punjab, and of participatory appraisal (PA) methods for monitoring formal education systems.  This report outlines a trial of a new approach to monitoring or evaluating the effectiveness of training.  Using a participatory ranking and scoring method, adopted for this context, the opinions of 122 headteachers from around Punjab about the lessons they had learned, were determined.  The ordering of these lessons, related to what effect they expected them to have in the classroom, indicated whether the teachers had understood the rationale for making these changes to their teaching.  Following on from that, the main constraints that prevented the teachers from putting these lessons into practice were identified.  

I hope you will find this report both interesting and informative.

Khalid Masood Chaudhary

Director PMSP

July 1999
[image: image1.wmf]//////////

INTRODUCTION

A major component of PMSP is the provision of in-service teacher training for Mathematics, Science and English subject teachers, and for headteachers of Punjab Middle Schools.  This paper describes an innovative method to monitor the impact of such training.  The approach called Stakeholder Impact Monitoring (SIM), was trialed with 122 headteachers. The method and findings, as well as an analysis of the strengths and weaknesses of the approach, are outlined below.

Background

The in-service training of PSMP is a Tehsil-based  participatory programme.  It is carried out in two phases, with a short period back in school between each phase.  The training for the subject teachers contains an introduction to new methods of teaching as well as subject content.  The training for headteachers primarily addresses administrative and managerial issues, but also seeks to strengthen the role of the headteacher as a supervisor and mentor of  teaching staff and as a link with the community. 

Although several monitoring and evaluation activities of the training programme are carried out within the PMSP, none of these methods provides a systematic formative assessment of the training which could be used by the Directorate of Staff Development (the implementing agency) to routinely improve their courses and make adjustments where these are seen to be necessary. 

Thus, what is lacking is a method capable of producing formative information, provided by a group of stakeholders, from their perspective. Stakeholder monitoring is designed to achieve this and this paper reports on the use of one method. The main question addressed  was “How well has the training met the needs of headteachers and what changes have they been able to bring about as a result?”

The method

Sample 

Five locations were chosen for the trial to reflect and capture differences that there might be between individual training centres or geographical locations. Male and female groups were invited separately, because almost all schools in Punjab are single sex and all pre and in-service training is conducted separately. In all, a total of 122 headteachers took part in the monitoring: 63 male and 59 female.

The methods required the generation of matrices based on individual and group perceptions of the relative importance of lessons learned and their impact.  In the study, headteachers were asked to identify the most important lessons learnt from the training and the reasons why they  considered them to be important, and how well they had been able to implement the lessons in their own schools.  A ranking and scoring method, based on participatory rural appraisal methodology, was devised to assess the results.  In brief, the process involved in the construction of the two matrices was as follows:

The whole group pooled their memory of training.

They agreed to select six lessons and place them 

     in rank order of importance.

They negotiated reasons why the lessons were 

     important.

Lessons were scored for degree of impact.

The approach to constructing the first matrix is illustrated in Figure 1 on pages 10 and 10.

A second matrix was then constructed, re-ordering the lessons learnt in order of difficulty in their implementation and identifying the constraints to implementation.  This matrix was generated from the questions, ‘How difficult has it been to implement these lessons?’ and ‘What prevented or interfered with your implementation?’.

A focus group discussion was then held in order to complete the information set and provide more details about the introduction of changes within the schools and beyond.

Results

1     Ranking lessons, importance and impact

The first matrix was produced by a group of male headteachers as the outcome of the first set of group activities. 
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The discussions that took place in the groups in order to determine the score for each outcome or impact related to one lesson, was an important part of the process.  Matrix 1 above shows the distribution of scores for a small group of male headteachers.  In theory as each lesson was considered in turn and the main impact of implementation written in relation to that lesson, a maximum score should be seen in the diagonal boxes.  It can be seen that in this example of practice this did not happen.  The continuing dialogue in the groups changed perceptions even in the short time between determining the impact and then considering the degree of relationship.  Also note that there are seven, not six, impacts: this group had decided that one lesson had more than one significant impact.  The change in the relative positions of importance of the lessons after discussion and thought about the impact of implementation is of interest.  Here the democratic attitude of the headteacher becomes the most significant lesson in terms of the amount of impact this might have on a range of different in-school and out-of-school factors.

2     Constraints to implementation

Matrix 2: Below is an example of a 'Constraints to Implementation' matrix produced from the second set of group activities.
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The participants reordered the lessons from order of importance to order of difficulty in implementation.  The reasons for the difficulties in implementation were then agreed by the groups and put onto the horizontal axis. Scores were then decided.  The constraints to implementation fell into two main groups: those internal to the system, and external constraints.  The former provides useful indications of where any future training might be concentrated.  The latter provides insights for education policy and planning purposes.  See text under figure 6 for more details of the constraints identified by all the participant groups.


Figure 4 below shows the frequency by which training units were recalled for all headteachers in the sample.

It shows that the Headteachers recalled a wide range of different lessons related to all the units of the training.  



3     The lasting importance of training

There appears to be a difference between men and women in the importance attached to the different categories of lessons (grouped in relationship to the seven training units), although for both the greatest number of references are for 'staff development and training' and 'working with the community'. 

The greatest differences were seen with Unit 1 (Personal Development of Headteachers), where a greater proportion of men than women indicated this as an important lesson learnt and Units 2 and 5 (Supervision of Staff and Staff Motivation) which appeared to have more importance for women teachers. 

The Group discussions in order to prioritise lessons did not appear to have a significant impact on reducing the range of lessons considered important.  However, personal development of headteachers appears to have diminished in importance compared to supervision of staff which maintains a dominant place in the collective perceptions of importance, as does working with the community.

4     Expected Impact of Training

Another important feature of the research is to explore how effective the received training is in practice and where its impact lies  Figure 5 shows what headteachers think about the possible impact of the training.


Figure 5 shows that the improvement of learning outcomes and education in general was thought most likely to occur, while improved links with the community and external impacts were the least likely.

5     Difficulties in Implementing Training 

The research was also interested in eliciting the views of headteachers about those factors which made the implementation of training difficult.

Figure 6 on page 14, shows how the headteachers in the sample responded to this question.


Figure 6 shows that both internal and external constraints to implementation of the training were identified by the headteachers.  Some of these appear to be significant and beyond the capacity or area of influence of the headteachers.

These include:

the lack of planning in the education sector, which 

    results in widely variable student:teacher ratios and 

    inappropriate allocation of resources; 

the lack of autonomy of the HT to make school 

    policy decisions; 

the political influences on various aspects of the 

    schooling system which distort and undermine any 

    attempts at rational planning; and

the poverty of the households in the catchment area 

    of the school.  

There are some constraints, however, that the HTs have identified which would seem to fall within their sphere of influence, or even indicate a failure on their part to understand and implement training lessons.  These would include:

  'ignorance' and lack of cooperation of parents; 

various aspects of teacher 'inadequacy' such as lack 

     of interest and lack of skills; 

lack of audio-visual aids (many of which could be 

     produced locally); and 

difficulties dealing with heterogenous populations of 

     children and maintaining discipline.

Discussion

1     The effectiveness of teacher training

The results show that according to headteachers the training was seem to  have:

raised awareness and to have altered certain  

    perceptions about teaching, 

provided some specific skills and to have 


     encouraged teachers to implement the various 

     lessons they learnt.  

been implemented variably; some of the 

     variation is related to genuine and intractable 

     constraints, some to apathy or continuing lack of 

     specific skills, and some to an inability to transfer 

     or apply skills across contexts.

The results also provide useful indications of areas of training which could be amended in the continuing rounds of training:

Some areas of training appeared to require 

     strengthening particularly those where very few 

     individuals indicated that they remembered particular 

     lessons and the low priority afforded them in the 

     group matrices.  

The lessons from the equity unit did not emerge as 

     priorities in many individual or group references. 

With female headteachers, the training unit on 

     personal development appeared to require 

     strengthening.  

The results provide indications of the headteachers expectations of impact from implementation of particular lessons from the training.  The matrices produced and the focus group discussions both indicated a reasonable understanding emerging from the groups about the effects on the schooling system of implementation of the various activities learnt from the training.  The results show an understanding that: if they did certain things (for example introduce child-centred teaching) then other things follow (increased interest in learning and decreased drop-out). 

2     The usefulness of matrix ranking 

This is essentially a qualitative method. It provides perceptions and views of headteachers about the headteacher training and about schools and schooling.  It does not purport to provide statistically viable 'evidence' about the effect of the headteacher training on headteachers and their work in schools and communities.  The results from the trial have provided some colour to add picture that emerges from the data on numbers of headteachers trained.  They show the value perceived by a majority of the headteachers as illustrated in Box 1. They also provide clear indications that Headteacher awareness about the types of schooling inputs that are necessary to improve quality of schooling is high, and that some inputs are seen to be more important than others.  This awareness is most likely to have come from the PMSP training (particularly where headteachers are in more isolated locations) given the paucity of other influences on professional development.

The data gathered must be taken for what they are: qualitative comments by headteachers about training, lessons learnt, expected schooling outcomes and the constraints to implementation.  Although it was established during the trial that the method can be easily applied and consistent results can be produced, it also showed that interpretation is more difficult.  It seems to indicate that this method could be fairly readily replicated and expanded, but the interpretation of results needs to be handled carefully.

Despite this, there is widespread support for the use of this methodology.  See Box 2. 




Conclusions

The use of a matrix ranking participatory method has provided insights into the effectiveness of the training in raising headteacher awareness of new techniques and approaches which would considerably improve the quality of teaching and the learning environment.  An impression is gained that most teachers would want, and would be able, to apply these lessons, but only if structural constraints were addressed. Results indicate that there are many severe constraints to implementation of any lessons learnt from the PMSP headteacher training.  It is quite remarkable that there are some headteachers who manage to achieve so much given the many institutional and contextual hurdles that constrain their work. 

The fact that DSD staff were able to take the ranking and scoring methods which were new to them and adapt them for their own use, indicates that they are not intimidating nor too complex.  They are accessible, usable and useful.  The particular use to which the project put these methods has proved valuable as a formative monitoring tool.  The fact that it was included as part of a staff and institutional development approach in the project has resulted in additional benefits.  Staff have been provided with a range of new skills to increase the effectiveness of their work.

The use of this approach goes beyond the provision of a monitoring method for the central training institution.  It acts as a reinforcement of training - a follow-up to training - and a tool which trainers in GCETs can use to identify where they should strengthen training.  It also provides the Education Department with information about the wider context of education, identifying constraints external to the classroom which need to be addressed if the quality of education is to improve.  Although difficult to describe, the method is relatively easy to implement.  If the facilitators are also training coordinators it provides them instant information on the strengths and limitations of their work.  It is unlikely that  immediate solutions can be found, but at a minimum these can be highlighted and passed on to the relevant authority, or included in training review processes.  This approach should not be the only one which is used to assess the effectiveness of project interventions, but it is a valuable tool to be used in combination with other monitoring and evaluation methods.

STEP-BY-STEP ILLUSTRATION OF THE MATRIX RANKING METHOD


MATRIX ONE





The Use Of Matrix Ranking To Monitor The Effectiveness Of In-Service Training





Note:  the same process is used with different questions (questions 3 and 4 on page 3) to produce the second matrix indicating constraints to implementation








FIGURE ONE
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Each lesson is then scored for the degree of impact on each outcome of implementation – on a five point scale (5 = maximum)





Finally, each row and each column can be summed.
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The reasons why each lesson is important was then written on a card (the expected outcome from implementation, question two) 





– and then





written in the boxes across the top of the same large sheet of paper
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The lessons are transferred to one side of a large sheet of paper
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The six lessons are then put into order of importance





A sub-group of five or six people put all their ideas together on cards and then select an agreed set of six important, remembered lessons (question one)
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Quotes from headteachers during the workshops focus group discussions.





How useful has the training been for you? "Relationships between teachers and headteachers have improved since the training."  What effect is that having on the school?  "There is an increase in enrolment to schools."  Do you think this is due to improved relationships - not other things?  "Yes, definitely!"  Faisalabad, male focus group





Have you any examples of problems you have had with improving school/SMC relations?  "We got the SMC actively involved with the school.  They provided us with water taps.  But boys in the school destroyed them and now the SMC members are refusing to do anything more."  Jouharabad, male focus group.





Has the training been useful for you?  "What we lack are physical facilities and teachers.  These are more important than training - the training is a waste of time."  Faisalabad, male focus group.





Can anyone give examples of things you managed to implement since the training?  "How can you expect one to implement anything in the absence of a school building" (headteacher of a shelterless school) Bahawalpur, female focus group.





What problems have you had with implementing lessons?  "Although we have found it difficult to implement the things we learnt we want to make it plain that this is not due to the quality of the training.  There are other reasons which prevent us doing things.  We think the training was very good and worthwhile, and the master trainers were excellent."  Faisalabad, female focus group.





Comments about the training made by observers during the monitoring workshops 





Do you have any comments about this type of monitoring exercise?  "Lead trainers should be following up their training with such exercises.  Monitoring is important - but you can't expect the supervisors or education officers to do it as they don't know what the training is about.  This is providing us with good feedback which we can use for our next training sessions."  Faisalabad, lead trainer.





Are you supportive of this type of monitoring?  "I believe that monitoring is very important.  How can you know if you are achieving what you want without it?"  Are you a member of the District monitoring group?  "Yes, but it does not function like it should; we don't have any meetings."  DEO, male, Lahore Cantt





What are your views about this monitoring exercise?  "I have just been transferred from the secondary level.  This has been a learning experience for me.  I would like to be a part of this exercise."  DEO, female, Gokkhar





What are your views about  the outcomes of this monitoring?  "It has put the training in a new perspective for us.  Now I think we need to revise the way we handle certain parts of the training, such as female education." and "I suggest that lead trainers are restricted to one Division.  That will help them keep track of what the trainees are doing, using such methods."  Lead trainers, male, Gokkhar





BOX 1





BOX 2





Figure 2:  Lessons learned in training and their impact (Matrix 1)





Figure 3:  Constraints to implementation (Matrix 2)
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Constraint


Lessons in order of difficulty�
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Figure 4:  Number of lessons remembered by male and female headteachers
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Figure 5:   Expected impact of training
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Figure 6:  Difficulties in implementing training
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