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Presentation Notes
Good morning. Thank you for joining us today for the first of what will hopefully be a great series of webinars to share research our organizations have conducted or work that we’ve done related to teacher motivation. We wanted to kick-off the webinar series by re-presenting the presentations from Save the Children and IRC, IRC in conjunction with University of Massachusetts Amherst and NYU, just to make sure the vast majority of members who have joined recently have a chance to join in our upcoming conversations about an inter-organization research agenda having seen what was already presented during the workshop we facilitated at CIES so we can all be on the same page.So, without further adieu for those of you who don’t know me my name is Jarret Guajardo, and I’ll be presenting Save the Children’s work on teacher motivation thus far, which is based on the results of some research I conducted in the spring of 2011 to establish a draft framework of analysis for teacher motivation in developing country contexts. I’d like to emphasize the ‘draft’ of the ‘draft framework,’ as further research we are conducting at Save the Children with the help of Sarah Rizk and Helen Abadzi has made me think that the draft framework that was the outcome of the 2011 research effort is only one small piece of the teacher motivation universe, and as Helen pointed out it was grounded from a very practical approach to creating a mechanism whereby Save the Children country offices can identify and classify the greatest threats to teacher motivation where it is lacking and select from an associated menu of actionable NGO-appropriate recommendations for improving motivation.



Presentation Outline 

• Purpose & Structure of Research 
• Teacher Motivation in Empirical Literature 
• Draft Framework of Analysis 
• Themes and Conclusions from Interviews and 

Survey 
• Preliminary Tool:  Teacher Motivation Situation 

Analysis Country Scorecard 
• Recommendations & Next Steps 
• Questions and Discussion 
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So with all that in mind here’s what the presentation will look like. First, I’ll give a brief background on what drove this modest research effort and what it consisted of, then we’ll get into the major results of the literature review. The centerpiece of this presentation is describing how the major takeaways from the literature review yielded a starting point for developing a draft framework of analysis for teacher motivation in the developing world. As you’ll see, due to a lack of theoretical work on teacher motivation in developing countries, these pieces of research and theoretical frameworks are overwhelmingly Western. However, the draft framework was created by merging this primarily Western theoretical foundation – and I have to believe that many pieces of it are common to all human beings – with the work on teacher motivation from the developing world that does exist and is usually descriptive in nature, documenting the forces that influence teacher motivation in non-OECD contexts.We can touch on some results form interviews and the survey of education officers at Save country offices, but perhaps the more interesting endpoint of all this was the first attempt at operationalizing the framework through a situation analysis country scorecard as a diagnostic tool for highlighting exactly how teacher motivation may be being undermined and thus what recommendations can be made to reinforce it.My overall goal is to use this preliminary research as a starting point – perhaps one that needs a lot of refining, expanding, and critique - to stimulate discussion among the working group as to what we mean when we say teacher motivation, why we are interested in it, and what the next steps are for improving our understanding of it.



Purpose and Structure of Research 

• Establish framework of analysis for teacher motivation 
in developing countries 

• Provide actionable recommendations for NGOs to 
improve teacher motivation where it is negatively 
impacting processes and outcomes 

Structure of Research 
 Literature review 
 Interviews with  11 

international education 
practitioners/experts familiar 
with teacher motivation 

 Survey of 16 country offices 
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This study was preliminary in nature in the sense that it consisted solely of a literature review and interviews, the development of a draft framework for analyzing issues of teacher motivation, and a long survey of a small sample size of country offices (not teachers) based on that framework in an effort to categorize realms of influential factors for teacher motivation and to identify which of those realms presents the largest threat in a given context. The framework itself, however, remains to be tested and I’m hoping that one day it can be tested, maybe after a bit of refinement, through collecting data from actual teachers, and eventually lead to the testing of interventions or intervention add-ons so to speak to improve teacher motivation within a given intervention.



Research on the Importance of Teacher 
Motivation for Student Learning Outcomes 
• Baeza, Chesterfield, Moreno:  teacher attitude was the 

overriding factor explaining teacher and school 
performance in USAID BE project in Guatemala 
 

• Mogollon (1977), Kraft (1998), Colbert (1991), & 
Schiefelbein (1991):  key role of motivation in teacher 
performance throughout the Escuela Nueva experience 
 

• Similar findings by Aga Khan Foundation studies of 
teacher training programs in East Africa 
(Stephen Anderson, 2001) 
 

• Bennell and Akyeampong (2007): the commitment of 
teachers is one of the most important determinants of 
learning outcomes  
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Ok, let’s get into the summary of literature review. Because at Save the Children we focus on learning outcomes, a logical first step was to investigate the intuition that there’s some link between teacher motivation and outcomes – so that’s largely albeit not exclusively the angle we come at it from.So, I could find papers and reports conveying a general sense that teacher motivation plays a crucial role in determining student learning outcomes. However, these conclusions were often expressed as qualitative description during part of a larger report, and I have yet to come across a rigorous study focusing on teacher motivation, linking it directly to student learning outcomes, or attempting to measure or estimate its value (and in fact, that’s one of the key potential research topics we have listed out for our working group).



Existing Theoretical Frameworks: Hierarchies, 
Continuums, and Dimensions 
• Maslow’s Hierarchy of Needs (1943) 

 
• Beeby’s Hierarchy of  
   Teacher Development (1966) 

– Unskilled 
– Mechanical 
– Routine,  
– Professional 

 
• Herzberg Motivation-Hygiene Theory (1966) 

– Long-term impact of motivators:  achievement, recognition, 
the work itself, responsibility and advancement 
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Then of course I quickly ran into the classical theories of motivation. Here I’m highlighting three that gave a sense of spectrums – from Maslow’s hierarchy of basic needs being the foundation for realizing higher-order needs to Beeby’s hierarchy of teacher development and its relationship with autonomy to Herzberg’s distinction between motivators who’s presence motivates but who’s absence doesn’t necessarily de-motivate and hygiene factors who’s presence de-motivates but who’s absence doesn’t necessarily motivate. We can go back to these specific theories if anyone would like at the end of the presentation, but the big takeaway, especially for the developing world, is that before we can expect teachers to be intrinsically motivated to do their best job of applying many of the tools and techniques we try to give them, we have to look at whether or not basic needs are being met, we have to look at whether or not teachers have foundational skills, and we have to look at how prevalent demotivating factors, what Herzberg calls hygiene factors, are, factors like adverse policies, unsupportive supervision, technical problems, low pay, poor interpersonal relations on the job, and poor working conditions.Unskilled:  rule bound teaching where content is often incorrectMechanical:  Content is correct but strictly adhered toRoutine:  teachers have repertoires to select fromProfessional:  teachers are autonomous in changing their own repertoiresunskilled need structured teachers’ guides, but mechanical need broadening of curriculum and diversity in teachers’ guides and textbooks and exam reform… also school-based in-service training.  training of head teachers also has role to play.  generally, external support is needed.  for routine teachers, mentorship is good.  difficult for teacher to move to professional stage when system is at the mechanical stage.  also where is the environment/system (unskilled, mechanical?  if so, things are done to teachers, and so focus should be on environment first or in tandem with focus on teachers).  Only at the routine and professional stages is the notion of the reflective practitioner and action research appropriate.Hertzberg: Two-factor theory: certain factors cause job satisfaction, while a separate, independent set of factors cause job dissatisfaction. The absence of motivators doesn’t necessarily demotivate, and the absence of ‘poor hygiene’ factors doesn’t necessarily motivate. Company policies, supervision, technical problems, salary, interpersonal relations on the job, and working conditions and pay are ‘hygiene’ factors



Country Physiological Safety Belongingness 
Self-

Esteem 
Self-

Actualization 
Bolivia No Yes No No Confident 
Haiti No Yes Yes No Confident 

Sahel/Mali No Yes Yes Yes Confident 
Uganda No Yes Yes Yes Confident 
Malawi No Yes No No Unconfident 

Mozambique No Yes Yes No Unconfident 
Ethiopia No Yes Yes No Unconfident 
Egypt Yes Yes Yes Yes Confident 

Afghanistan Yes Varies Varies Yes Confident 
Kyrgyzstan No Yes Yes No Unconfident 
Tajikistan No Yes Yes Yes Confident 

Philippines No Yes Yes Yes Confident 

Survey Results:  Maslow 
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This is a rough stab at applying Maslow’s framework to the analysis of the survey data from SC Education Officers in various country offices.Physiological - Are teachers’ basic needs (food, housing, health) generally being met?Safety - Are teachers generally safe where they live and work?Belongingness - Do teachers generally have good relations with the headmaster?Self-Esteem - Do you believe teachers generally feel their profession is respected in society?Self-Actualization - How confident are teachers in their ability to perform their job well? For Belongingness, there was no variation in responses to the questions ‘Do teachers generally have a good relationship with the community they teach in?’ and ‘Do teachers generally have good relations with other teachers?’ (both questions were answered affirmatively by all responding COs. Thus, the question ‘Do teachers generally have good relations with the headmaster?’ was used to demonstrate the little variation that exists with regard to teachers’ relationships with others. 



Existing Theoretical Frameworks: Balancing the 
Extrinsic and Intrinsic Sources of Motivation 
• Extrinsic 

– Guidebook for Planning Education in Emergencies and 
Reconstruction. (UNESCO, 2006):  “One cannot talk about 
intrinsic motivation and higher level needs without the 
basic physical needs related to having enough money for 
food, shelter and security being met first.” 

 
– Deci et al (1999): Offering additional extrinsic rewards has 

even been found to undermine the intrinsic motivation of 
teachers 
 

– Benabou and Tirole (2000) 
• Incentives are weak reinforcers in the short run, and 

negative reinforcers in the long run 
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So whether we’re talking a dichotomy between lower-order base needs or hygiene factors and higher order needs or motivators, many of the former set – the base needs and hygiene factors – may somehow be associated with ‘extrinsic’ sources of motivation. Needs and factors like these form the foundation of teachers’ motivation, and many authors agree that it can be meaningless to attempt to address higher sources of motivation until extrinsic sources are addressed. However, they also seem to indicate limitations to improving extrinsic sources of motivation to a point; with diminishing or even negative returns.



Existing Theoretical Frameworks: Balancing the 
Extrinsic and Intrinsic Sources of Motivation 
• Intrinsic 

– Chapman (1993):  level of incentives teachers received 
was meaningfully related to teachers' career 
satisfaction but not related to teachers' classroom 
teaching practices. 
 

– Bandura’s Social-Cognitive Theory and Self-Efficacy 
(1962) 
• Vicarious learning, mastery experience, physical/emotional 

well-being, and verbal persuasion 
 

– Locke (1976) 
• Goals:  specific, challenging, formed through employee 

participation and reinforced by feedback 
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Turning to the intrinsic side of things, Chapman’s work seems to indicate that while the extrinsic sources of motivation are a necessary foundation for satisfaction, their direct relation to outcomes is questionable.What may be needed to directly impact students’ learning are the more intrinsic sources of motivation, expressed in theories such as those by Bandura and Locke. This list under Bandura are the four ways of increasing self-efficacy, which are strongly linked to intrinsic motivation and many of which are usually lacking in the schools we work in. Paul I believe will talk more Bandura in his presentation in the next webinar. Locke looks at goal generation and finds that goals that are specific, challenging, formed through employee participation and reinforced by feedback are those that most motivate employees. This is especially relevant because as we all know in the schools that many of us work with, goals are often not so clearly defined and usually not determined in a participatory process incorporating teacher feedback. 



Existing Theoretical Frameworks: Balancing the 
Extrinsic and Intrinsic Sources of Motivation 
• Overall: 

– Making Schools Work (2011):  “The ‘intrinsic’ 
rewards of teaching—even if they are explicitly 
maximized by a well-managed school system—
cannot substitute indefinitely for financial 
remuneration.  

– Guarino, Santibañez, Daley (2006): ‘complete 
compensation’ – intrinsic and extrinsic together – 
is what’s important. 
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Thus, teachers likely need a holistic look at their basic needs, physio-psychological as well as professional, and a look at intrinsic and extrinsic factors of motivation. That is, developing countries may have a higher likelihood of failing to fulfill teachers basic needs, a higher likelihood of a dissatisfying work environment, and a lower skill level of teachers. These serve as the foundation for motivation or lack of demotivation, and need to be addressed first before higher-order needs, motivators, and self-actualization can take place.That is, while teachers need housing, food, safety, belonging, etc. in order to be professionally motivated, the provision of these needs past a baseline requirement is not a sustainable driver of teacher motivation and for this more intrinsic sources of motivation need to be tapped.



Draft Framework of Analysis:   
Stretching Teacher Motivation Thin 
• 1) Increasing workloads and demands on teachers make 

their job more challenging, but the seven motivational 
supports they need are decreasing or stagnant: 
– 2) Teacher salaries are generally low and irregularly paid 
– 3) Social respect for teachers has fallen 
– 4) Teachers face weak accountability with little support 
– 5) Teaching is often a second-choice job with few 

opportunities for professional development 
– 6) Teachers face unclear and constantly changing policies as 

well as poor management 
– 7) Teachers rarely have an opportunity for input into 

school management and ministry policy 
– 8) Teachers have few or poor learning materials and poor 

physical facilities 
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Thus, the draft framework of analysis: in order to meet increasingly challenging tasks, teachers need the right mix of extrinsic and intrinsic supports. The first category, workload (1), serves as the backdrop against which the seven remaining categories (2 – 8) operate. These seven categories are motivational supports which give teachers the energy, incentives, purpose, etc. to tackle their workloads with sustained effort and professionalism. The seven motivational supports are divided into two types. The orange motivational supports are those that are largely (not exclusively but largely) extrinsic, concerning teachers’ external conditions and material incentives. The blue motivational supports are those that are largely intrinsic, effecting teachers’ internal feelings of esteem, achievement, and purpose. As discussed in Section 2, sources of intrinsic motivation are more effective at sustaining teacher effort and professionalism in the long run, and more readily enhance student achievement, but may require a basic level of extrinsic sources of motivation in order to operate effectively.



Draft Framework of Analysis:  
Stretching Teacher Motivation Thin 

Presenter
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So, how to capture and begin to operationalize the most important takeaways in one framework, while ensuring that framework does not become complex to the point of confusion?First, recognizing that the state of teacher motivation – the ways in which it is lacking or present – depends heavily on the circumstances faced by teachers in a diverse range of between-country and in-country contexts, any attempt to improve the state of teacher motivation requires a diagnosis and prescription of circumstances relevant to teacher motivation. And such a diagnosis and prescription require a dynamic framework that accommodates many of the theoretical forces surrounding teacher motivation and human motivation in general.Thus, this framework is graphically expressed in two slides: negative and positive. This is the negative representation of ‘teacher motivation stretched thin’ between three different forces. Those forces are the workload and challenges that teachers face; what they are asked to tackle with a given degree of motivation. The other two forces, on the bottom of the graph, are the orange and blue arrows here shown pointing down. These are the extrinsic (in orange) and intrinsic (in blue) sources of motivation, or realms that influence motivation. The point of this negative representation is that if the extrinsic and intrinsic supports to teacher motivation are insufficient to motivate teachers to tackle a large workload, teacher motivation becomes stretched thin, with the consequences of little effort to help students learn and professional misconduct. Unfortunately, the literature, interviews, and SC country surveys confirm that this occurs in many developing countries.



Draft Framework of Analysis:  
Reinforcing Teacher Motivation 
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Here, we see the positive side to the dynamic framework. If there is a greater balance between the three forces, meaning that teachers have the foundational extrinsic sources of support and highly motivating intrinsic sources of support to tackle their workload and challenges in a way where they bring sufficient effort and professional conduct to the job.



Country Office Survey 

Presenter
Presentation Notes
19 countries solicited; 16 responses (Guatemala, Indonesia, and Bangladesh did not respond).  Surveyed from April 15-29th, 2011.  Survey included 98 questions to be answered by the education officers working in these country offices.  Twelve countries completed the entire survey, four completed only the first three sections (background information on teachers, workload, and teacher motivation in country office operations.  Regional breakdown for analysis:  LA = El Salvador, Nicaragua, Bolivia, Haiti; Africa = Mali, Uganda, Malawi, Mozambique, Ethiopia, and Egypt;  Asia = Afghanistan, Pakistan, Kyrgyzstan, Tajikistan, Nepal, and the Philippines.



Survey Results:  Motivation by Region 

0
1
2
3
4
5
6
7
8
9

10

All Latin
America

Africa Asia

Somewhat unmotivated

Neither unmotivated
nor motivated
Somewhat motivated

N = 16 

How would you 
characterize the 
average motivation of 
teachers? 



Survey Results: Consequences of Low Teacher 
Motivation 

0
1
2
3
4
5
6
7

Low student
performance

Poor
preparation

Failure to
motivate

students/litle
connection to

students

Student
absenteeism
and drop out

Little time on
task

Absenteeism

In what ways have low levels of motivation among teachers had a 
significantly negative impact on student learning? 

(number of times mentioned among CO responses on y – axis) 
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In part, perhaps teacher motivation can be defined and/or indicated by its impact on students and the education system



Survey Results:  Background Info 

  All Latin America Africa Asia N 
Average Age 33 37 29 39 14 

Average Years of 
Experience 11 12 7 15 14 

Percent Female 50 67 35 55 15 

Workload and Challenges 
  All Latin America Africa Asia N 

Average Hours 
Worked/Week 35 28 35 39 16 

Average Class Size 52 36 69 42 15 

Presenter
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Wide variation and sometimes double shifts for work hours.  Teachers are also often required to work with parents/communities on PTAs or SMCs, give extracurricular activities and extra lessons after school, represent the school at community and official functions, and perform administrative tasks.



Survey Results:  Workload and Challenges 

What types of hardship(s), if any, 
do teachers face? All Latin America Africa Asia 
Large class sizes 94% 75% 100% 100% 

Lack of quality materials 81% 50% 83% 100% 
Remote deployment 69% 50% 83% 67% 

Poorly performing students 69% 75% 50% 83% 
Multiple shifts 56% 25% 100% 33% 

Mixed-grade classes 56% 75% 50% 50% 
Other 56% 50% 67% 50% 

Non-native language of instruction 50% 25% 50% 67% 
Unsupportive communities 50% 25% 67% 50% 

Mixed-ethnicity/language classes 38% 0% 33% 67% 
Poorly behaved students 31% 25% 17% 50% 

HIV/AIDS or other health issues 
(teacher or students) 25% 0% 50% 17% 

(N = 16) 
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Large Class sizes seem to be the biggest problem for Asia (3) and Africa (4), and Haiti.  Lack of training, remote deployment, and non-native language of instruction are mentioned once apiece. (n= 11)2.6  Do teachers generally have sufficient tools and administrative support to discipline students? Y/NOnly Egypt, Pakistan, and Tajikistan responded affirmatively (n=16).  Corporal punishment mentioned twice. 2.7  Are teachers generally safe where they live and work?  Y/N Teachers unsafe in Pakistan, El Salvador, and Nepal – and in some parts of Afghanistan. (n=16)



Teacher Motivation Situation Analysis Country Scorecard 

Country Workload Remuneration Recognition Accountability 
Career 

Development 
Institutional 
Environment Voice Resources 

Sahel/ 
Mali 44% 33% 86% 50% 58% 33% 50% 0% 
Uganda 13% 33% 71% 50% 58% 56% 13% 0% 
Malawi 50% 42% 57% 100% 33% 44% 38% 0% 
Mozambi
que 44% 50% 57% 100% 50% 67% 25% 0% 
Ethiopia 25% 33% 29% 25% 33% 56% 38% 0% 
Egypt 63% 58% 57% 75% 92% 67% 50% 100% 



Survey Results: Recommendations 

• Workload 
– Ensure teachers are not overburdened 
– Remote deployment support such as bicycles, mobilizing the 

community to provide housing and other support, ensuring 
access to resource centers and training, etc. (very successful)  

– Training on large class size management, active learning, and 
measurement (very and somewhat successful) 

• Remuneration  
– Mobilizing communities to build/provide housing (very successful)  
– Non-monetary community contributions (childcare, labor, 

security, cleaning, cooking classroom assistance) 

 



Survey Results:  Recommendations 

• Recognition  
– Achievement fair/community recognition (very successful) 
– Recognition days (unsuccessful)  
– Training on gender/rights (very successful) 
– Train in professional ethics and school legislation (somewhat 

successful) 
– Recognizing and rewarding specific behaviors such as 

leadership/teamwork 
– ‘Best teacher’ competition 
– Aptitude test before Save hires teachers 
– Spending time/talking with teachers 



Survey Results:  Recommendations 
• Accountability  

– Community monitoring (kids taking pictures, report cards, SMCs, etc.) 
(somewhat successful) 

• Professional Development  
– Coaching/on-site training (somewhat successful) 
– Peer exchange/mentoring (very successful) 
– Reflective teaching/action research (in process but promising) 
– Life skills training/extracurricular activities (somewhat successful) 
– Training in leadership to promote career development (somewhat successful) 
– Training in performance evaluation techniques to grow on the job 
– Providing career development courses and help with career development plans 
– Training in active learning, etc. that does not require additional resources but 

demonstrates improved student achievement to teachers 



Survey Results: Recommendations 
• Institutional environment  

– If training and environment allow, greater classroom 
autonomy 

– Training headmasters in school management/leadership 
• Voice 

– Training in strategic management (somewhat successful) 
– Quality circles 

• Resources 
– Involve community in contributing to/providing materials 



Conclusion:  Non-Pecuniary Recommendations for 
NGOs to Support Teacher Intrinsic Motivation 

• Voice, Career Development:  Advocate for improved teacher 
conditions and career development opportunities with the MoE and 
host country government 

• Career Development: Support and facilitate networking and 
mentoring opportunities between teachers (Communities of 
Practitioners), variation of responsibilities (monitoring or counselling 
function), and career development courses 

• Recognition and Career Development:  Treat teachers as equal 
partners and professionals, promote school professional environment 

• Recognition:  Working with communities to support teachers, 
campaign on behalf of them for World Teachers’ Day 

• From Bennell & Ntagaramba (2008) 
– Conditional scholarships and tied contracts to reduce teacher attrition.  
– Provision of credit to teachers for income generating activities.  



Thank you! 

 
 

• Questions? 


	Slide Number 1
	Presentation Outline
	Purpose and Structure of Research
	Research on the Importance of Teacher Motivation for Student Learning Outcomes
	Existing Theoretical Frameworks: Hierarchies, Continuums, and Dimensions
	Survey Results:  Maslow
	Existing Theoretical Frameworks: Balancing the Extrinsic and Intrinsic Sources of Motivation
	Existing Theoretical Frameworks: Balancing the Extrinsic and Intrinsic Sources of Motivation
	Existing Theoretical Frameworks: Balancing the Extrinsic and Intrinsic Sources of Motivation
	Draft Framework of Analysis:  �Stretching Teacher Motivation Thin
	Draft Framework of Analysis: �Stretching Teacher Motivation Thin
	Draft Framework of Analysis: �Reinforcing Teacher Motivation
	Country Office Survey
	Survey Results:  Motivation by Region
	Survey Results: Consequences of Low Teacher Motivation
	Survey Results:  Background Info
	Survey Results:  Workload and Challenges
	Teacher Motivation Situation Analysis Country Scorecard
	Survey Results: Recommendations
	Survey Results:  Recommendations
	Survey Results:  Recommendations
	Survey Results: Recommendations
	Conclusion:  Non-Pecuniary Recommendations for NGOs to Support Teacher Intrinsic Motivation
	Thank you!

