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Entering and staying in the
profession?

- Value given to the profession in society
- Remuneration

- Work conditions and environment
- Opportunities for career progression
- Continued professional development

Management
practices


Moderador
Notas de la presentación
In countries where teachers and the education system are poorly managed, teachers are frequently faced with overcrowded classrooms because of inequities in teacher deployment. This can have a de-motivating effect on teachers, which combined with low pay, can lead to high rates of absenteeism, attrition from the profession and low quality of education. If teachers are regularly absent or do not feel motivated to work, this will have negative consequences on the quality of education, resulting in increased repetition and dropout of pupils and jeopardize the realization of MDG and EFA goals.



What works?
Paying attention to management

A lot of debate on policy options and strategies
but

crucial aspects of teacher management are sometimes
overlooked

v'Over and beyond the choices made in terms of teacher
policies, management can make a significant difference

v’ Dysfunctional management systems can have a
detrimental impact on attracting and retaining teachers
and vice-versa

Structures, tools, procedures

and staff



Moderador
Notas de la presentación
Implementation of new strategies/policies can be hampered by inefficiencies in management
In other words, it is not only a questions of what works, why and for whom, but also of making sure that the structures are in place and that they can effectively deliver on their mandate. In terms of human resource management, this implies making sure that teachers are paid enough), that they are paid on time, that they have the necessary teaching materials and equipment and that they teach work in environments that are conducive to teaching and learning. 



A related question: accountability towards
teachers

It is taken for granted that teachers should be accountable
to their education system

but

the reverse is not commonly questioned: are education
systems accountable to their teachers?

»Are teachers given the support they should receive to
effectively carry out their work?

~Are they operating in conducive teaching and learning
environments?

Management

ISsues


Moderador
Notas de la presentación
“Nevertheless, the increased expectation of holding teachers’ accountable for their students’ outcomes can dissuade teachers away from the profession if they are not accompanied with reciprocity by an education system and a whole set of conditions and processes equally conducive to make schools, parents, communities, also accountable for how and what young ones learn.”



REMUNERATION




Related management problems

Pavroll management problems and payment arrears

- In some countries, newly recruited teachers have to wait a
year or more to be put on the payroll

- Up to 50% of teachers interviewed in rural schools in
Ghana find that they are not paid on time (Bennell 2007)

»Problems in teacher records and linkages between the
ministries Iin charge

»Multiplicity of databases: diverging information
»Delays


Moderador
Notas de la presentación
Problèmes généraux constatés

Lower levels of recruitment
Declining salaries 
Diversification of teacher statutes
Reduction in initial training time

Dévalorisation de la place de l’enseignement dans la société

“Ministries of Education have little or no control over, or information about, who gets paid, pay and/or appointment being handled by a central government Finance, Establishment or Public Service Function” (Goldsmith, 2010)



Recruitment level: In order to attract more entrants to the teaching profession, minimum qualification requirements have at times been revised and untrained contract and community teachers recruited in situations of severe shortage.


In order to meet the demand for teachers, salaries have tended to declined in real terms, with contract and community teachers earning much less than their colleagues. While, more teachers have been recruited, this trend towards lowering entry requirements and diversification of salaries has not only had a negative impact on the quality of education, it has also lowered the attractiveness of the teaching profession, with serious implications for the further expansion of education systems in sub-Saharan Africa. 

Teacher salaries have to be analyzed in the context of expanding education systems in the last decades and the difficulties confronted by governments in containing the wage bill within acceptable proportion of the total budget available for education. Studies concur that there has been a considerable drop in teacher salaries over the last decades (Bennell 2007; Mulkeen 2010; Pôle de Dakar 2009). On average, in sub-Saharan Africa, between 1975 and 2004, primary teacher salary levels dropped by nearly half of their value in comparison to GDP per capita ( from 8.4 to 4 times GDP per capita). The drop was even more acute in French-speaking Africa, where in relative terms, average salary was practically divided by three over the same period (Pôle de Dakar 2009). Given the low or even negative economic growth in those countries, this has resulted in a significant loss of purchasing power for teachers. 
These cutbacks are the result of budgetary constraints imposed on public sector finances, notably under the 1980s and 1990s though the IMF’s structural adjustment programmes and from 2000 onwards by aggressive government policies to reduced expenditure on salaries with a view of spreading the wage bill across as many teachers as possible to keep up with enrolments in primary and secondary education. The sheer number of teachers recruited in the last decade has by far exceeded rates experienced previously. 

In view of the very low levels of salaries, it is hardly surprising that a number of studies (Bennell 2007; VSO 2002) have argued that low salaries represent the most important factor affecting teachers’ motivation and morale. This has wide reaching implications in terms of attractiveness of the teaching profession, retention and teacher absenteeism (especially as they take on other income-earning activities). Moreover, the variety of salaries for the different categories of teachers brings up issues of social equity and long-term sustainability, especially with regard to the situation of community teachers and the questionable decency of their level of salary.



WORK CONDITIONS AND
ENVIRONMENT




Work conditions and environment

State of
infrastructure

Within SACMEQ
countries, about
half of pupils
where in schools
needing to be
totally
reconstructed or
undergo major
reparation work.
The state of
buildings
remained
practically
identical between
2000 and 2007.
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Teacher manuals

* Only half of pupils in Zimbabwe (54%) had teachers with
access to reading manuals for teachers.

Class size

* In SACMEQ countries, about half (52%) of pupils were in

classes with over 40 pupils.




Related management problems

Lack of textbooks
»Inefficient distribution systems (procedures)

- A study in Zambia indicated that less than 10% of books
procured had actually reached classrooms (UNESCO
2005).

- A'survey in Guinea found wastage of up to 67% of
textbook stock (UNESCO 2005).

Inconsistent teacher deployment and overcrowded
classrooms

»Inefficient deployment
»Lack of reliable data
»Lack of capacity



Moderador
Notas de la presentación
With regards to addressing inequities in pupil-teacher ratio, where there is a well-defined national framework for posting teachers, management systems are confronted with difficulties including lack of reliable data, lack of transparency and lack of capacity. 

Problèmes généraux constatés

Large class sizes
Inconsistencies in teacher deployment
Poor working environments: unavailability of learning materials, poor infrastructure (toilets, electricity, drinking water, etc.


Where teachers are in small numbers it is essential to make sure that they are equitably deployed. However, recent studies have shown that the allocation of teachers is often not consistent with the number of pupils in school. This has considerable implications for equitable access to education and its quality. In countries where there are wide disparities in pupil teacher-ratio, a more coherent teacher allocation could contribute to improving access to schools by deploying teachers to zones where they are in insufficient numbers to meet the demand for schooling and to alleviate the burden on schools which are over-crowded. For example in Mauritania, where the average national pupil-teacher ratio is of 35:1, some schools have one teacher for every ten pupils whereas others have one for every sixty pupils (UIS-UNESCO 2006). 
Inconsistencies in teacher deployment have a negative impact on increasing access to schools, especially in remote areas and high-pupil teacher ratio jeopardize the quality of schooling that pupils receive. Poor teacher allocation is partly the result of individual reluctance to go to certain areas, family reunification or policies, as well as political or administrative interference in the allocation process of individuals. But more importantly it points to a lack of an effective system of teacher management, whereby the decision to allocate teachers is based on a reliable information base and adherence to norms.

Malawi: reports of promotions based on interviews and widely criticised for their opacity (Bennell 2007)
Eritrea, Zambia, and Liberia: studies found that school head teachers were largely appointed at the discretion of local or regional education officials, with implications in terms of favouritism in the selection or even of corrupt practices (Mulkeen 2010)
Uttar Pradesh (India): “it is perceived that teachers try to influence decisions regarding transfers and promotion either through the teacher unions, political pressure and even, in some cases, by providing monetary and other favours to administrators” (Van Nuland 2006)

Planners and managers are facing great difficulties to do their job. They do not know precisely how many teachers are working and how many hours
The problem is compounded by local recruitment of temporary teachers or contract teachers

Zimbabwe
“Visits to the MOESAC head office revealed that the human resource management information system in place was not versatile enough to generate a variety of information when required. MOESAC was therefore unable to provide information on numbers of teachers, by province, district, age, gender and other variables, who had retired, were on indefinite sick leave, or had died” (Murimba 2010)
Lesotho
Late 2009, the CEO for secondary education explained that data for 2007 and 2008 was not available (neither for 2009) and this was very problematic when making plans. Officials did not know how many teachers they had in the secondary system (Mariti 2010)





OPPORTUNITIES FOR CAREER
PROGRESSION



Moderador
Notas de la presentación
Les enseignants doivent être récompensés pour leurs efforts par le biais de promotions et de leur confiance dans les processus de sélection et d'évaluation. 
Mais cela n’est pas toujours le cas. On retrouve dans différents systèmes des similitudes par rapport aux problèmes que pose la gestion des carrières enseignantes.

Peu de  possibilités de promotion : une concurrence féroce pour peu de postes de responsabilité 
Le manque de développement professionnel des enseignants en vertu de ce qui est essentiellement une structure de salaire plutôt qu'une structure de carrière 
Une progression de carrière fondée uniquement sur l'expérience et les qualifications sans récompenser les compétences
Coûts personnels élevés associés à la poursuite des études
Les structures de carrière ont tendance à être relativement plate (les bons et les mauvais enseignants sont promus en même temps) 

Manque de transparence et d'équité dans les processus de promotion 
Le Ministère de l'éducation contrôle rarement seul la structure des récompenses et incitations appliquée aux enseignants: Limited responsibility in HRM: often common to all civil-servants and established by a different ministry
Des augmentations annuelles « forfaitaire » pour l'ensemble de la masse salariale, creusant le fossé entre ceux qui se trouvent en bas de la structure salariale et les autres 
Un écart non-justifié entre le salaire des enseignants du primaire et secondaire
Le maintien en poste d'un certain nombre de personnels inexpérimentés 
L’incapacité des écoles dans les zones difficiles ou reculées à attirer des enseignants certifiés et à freiner la forte rotation du personnel dans ces régions



Related management problems

»Progression based on seniority only

- Career progression based solely on experience and
qualifications without rewarding competence

- Good and bad teachers get promoted at the same time

»Lack of autonomy of the MoE

- Career structures are often common to all civil-servants
and established by a different ministry


Moderador
Notas de la presentación

Beyond salary levels, a major obstacle for teachers in their career is that promotion opportunities are few. Teacher career structures in developing countries tend to be relatively flat, where promotion is automatic within the same grade, but is rarely so from one grade to another or to access senior positions (head teacher, pedagogical advisor, district officer, etc.). This is due to the limited number of posts available due to the structure of the school system. For example, in Zambia, 83% of teachers in primary schools are employed at the basic level, 8% as senior teachers, 4% as deputy heads and 5% as head teachers (Pôle de Dakar 2009).

lack of transparency in promotions (while promotion decisions may not be biased, the lack of clear criteria and competition can still have a demoralising effect on teachers)
corrupt practices relating to political interference and weaknesses of regulation systems. 
lack of inspection visits often means that teachers in remote areas, that hardly ever get visited, have little opportunities for promotions. This also explains why teachers are reluctant to accept positions in rural areas.



Related management problems

~Lack of transparency and interferences

- Malawi: reports of promotions based on interviews and widely
criticised for their opacity (Bennell 2007)

- Eritrea, Zambia, and Liberia: studies found that school head teachers
were largely appointed at the discretion of local or regional education
officials, with implications in terms of favouritism in the selection or
even of corrupt practices (Mulkeen 2010)

- Uttar Pradesh (India): “it is perceived that teachers try to influence
decisions regarding transfers and promotion either through the
teacher unions, political pressure and even, in some cases, by
providing monetary and other favours to administrators” (Van Nuland
2000)



CONTINUED PROFESSIONAL
DEVELOPMENT




Related management problems

»Continued professional development is often
disconnected from career progression: few incentives

» The training offered is not always of good quality or
responding to teacher needs

» There is no often no evaluation of the application in
practice of what has been learnt in training


Moderador
Notas de la presentación
Problems in teacher records and linkages between the ministries  in charge
Multiplicy of databases: diverging information
Delays
Incomplete data



REFLECTIONS




The pertinence of strengthening
management?

- These management related problems reflect
dysfunctions in the mechanisms in place for the
management of teachers (organizational
aspects):

v’ Structures

v'Rules and procedures
v'Tools

v Staff (in management)


Moderador
Notas de la presentación
Establishing efficient payroll systems, as well as reliable databases and effective communication between the various actors involved in teacher payment, appear a prerequisite. 
Ensuring more timely payments of teachers’ salaries and more efficient systems of recording new teachers into the payroll system could have very positive effects on increasing teacher motivation and morale. 
Addressing these problems calls for a reinforcement of the procedures guiding textbook procurement and distribution and could potentially have a beneficial impact on teacher motivation.



Reflection

- Countries have had to cope with a huge upsurge of their
teachers without necessarily being prepared to cope:
system overload and inefficiency despite improvement in
information tools

- Yet, teacher management problems are not new

v'Characterised by a lack of coordination between
structures

v'Poorly qualified staff
v'Poorly regulated
v'Lack of transparency
v'Weak enforcement


Moderador
Notas de la presentación
They may seem technical concern but they fundamental to the efficiency and accountability of education systems

A possible key to improving teacher management is to better understand the ratinale behind individual decision-making and try to take these into consideration.



Reflection

- Some of these (technical) problems are easier to address
than environmental factors or external constraints: tools
(EMIS/TMIS and coordination), procedures for effective
and transparent mechanisms (textbook delivery,
appointments and staffing, etc.)

»Why are we not doing more in this area?

- Less technical problems: how de we go about them?
Requires understanding the rationale behind individual
decision-making in organizations



Moderador
Notas de la presentación
They may seem technical concern but they fundamental to the efficiency and accountability of education systems

A possible key to improving teacher management is to better understand the ratinale behind individual decision-making and try to take these into consideration.



THANK YOU

E-mail: b.tournier@iiep.unesco.org






Reflection

- Remuneration

- Improve management tools and coordination between ministries to
address payroll problems

- Career progression

- Even where promotion opportunities are few, ensure transparent
mechanisms of promotion and make sure that teachers in remote
schools are not left out

- Implement adequate mechanisms for open competition and clear
criteria to minimize interferences and favoritism

- Work conditions

- Reinforce the procedures guiding textbook procurement and
distribution and equitable teacher postings (lack of reliable data,
lack of transparency and lack of capacity)

- CPD

- Make sure that incentives are in place for CPD and its impact
evaluated


Moderador
Notas de la presentación
They may seem technical concern but they fundamental to the efficiency and accountability of education systems

A possible key to improving teacher management is to better understand the ratinale behind individual decision-making and try to take these into consideration.
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