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Foreword

The Ministry of Education, Youth, and Sport (MoEYS) is happy to release this manual to assist
school facilitators in effectively implementing new reform policies that relate to improving
school management and governance. This manual focuses on the application of a particular
technique to improve school governance known as School-based Management (SBM) to re-
alize these reform objectives. School-based Management is now a globally recognized ap-
proach to school governance that seeks to decentralize the management of schools so that stake-
holders have a greater say in key issues such as professional development, classroom instruc-
tion, curricular organization, and the general use of resources. This approach is widely used
throughout the world and is often one of the key strategies implemented to realize educational
reforms that embrace the need for educational decentralization and innovation.

This manual also provides a logical approach for facilitators to train local stakeholders about
School-based Management principles. The manual includes structured session plans for facil-
itators and participant handouts. These materials have been thoughtfully produced and should
be highly useful to facilitators who are both experienced in the use of SBM as well as those for
whom SBM is a new concept. It is the hope of MoEYS that these materials may be highly
effective in helping to achieve the educational reform goals of the Royal Cambodian Govern-
ment (RGC), particularly as these relate to improving educational quality.

H.E. Dr. Hang Chuon Naron
Minister
Ministry of Education, Youth, and Sport
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1. INTRODUCTION

1.1 Overview

The present training manual has been produced by the Ministry of Education, Youth, and Sport
in order to facilitate the implementation of School-based Management (SBM) programming in
all schools. School-based Management is not a new concept. Indeed, it has been around in one
form or another since the 1990s. However, over the last twenty years, SBM has been increas-
ingly popular and now has a global profile. MoEY'S has also been employing this approach as
an increasingly important component of its educational reforms that seek to improve school
governance. The ultimate purpose of improving school governance is to enhance students’

learning in both their academic subjects
but equally important, in 21% Century
skills. Through improved school gov-
ernance, MoEYS believes that more
stakeholders will be involved in the
management of a particular school,
which will in turn help to stimulate in-
creased ownership of the school as well
as more educational innovation. In
other words, when more people are
contributing ideas and opinions about
the management of a school, these
ideas will coalesce into more innova-
tive educational programming that will

in turn, result in better educated stu-

dents. MoEY S believes that SBM is the
primary vehicle through which to achieve such
innovation.

School-based management is, simply stated,
a management strategy that seeks to improve
education by transferring significant decision-
making authority from central level offices to
individual schools. The key idea behind such
decentralization is that individual schools are
more capable of understanding their local
needs and context than is a central-level office.
This definition is laid out in more detail in Box
1. Key elements of this general definition
used throughout the world include decentral-
ization, autonomy, ownership, capacity, and
accountability.

It is important to recognize, however that
SBM takes many forms and is implemented
along a continuum from weak to strong

BOX 1: Global Definition of School-based Man-
agement

School-based management (SBM) decentralizes
control from the central district office to individ-
ual schools as a way to give school constituents --
principals, teachers, parents, community mem-
bers, and students -- more control over what hap-
pens in schools. This promotes more school au-
tonomy. When schools are more autonomous, it
empowers stakeholders and gives them a sense
of greater ownership of the school. Proponents
of SBM argue that increasing the involvement of
school-level stakeholders in managing schools
will increase the capacity of schools to improve.
This occurs because ownership increases ac-
countability among stakeholders for perfor-
mance standards that they themselves set. SBM
advocates argue that through SBM, a broader
range of perspectives will be taken into account
in the decision-making process, thereby produc-
ing decisions better tailored to the needs of the
local school community.

1 See the following website for discussion: https://www?2.ed.gov/pubs/SER/SchBasedMgmt/make-

work.html
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depending on the local context, particularly as this concerns the amount of local autonomy that
a school has. For example, does the school have authority to spend its budget freely? How
much control over hiring does the school have? Who controls continuous professional devel-
opment (CPD)? Can the school change the curriculum? A great deal of control in these areas
means that there can be strong compliance with SBM principles. Less control implies that the
degree of SBM implementation will be weaker (see Figure 1.1). Thus, facilitators using this
manual need to recognize that the implementation context may be different from school to
school or from project to project and that they will need to modulate the way that they deliver
training materials depending on this context. It should be noted, however, that just because a
context does not fully enable SBM implementation, this does not mean we should abandon any
attempt to implement SBM principles there. SBM may still be supportive (in a more limited
way) of improvements in the school even if the context is not an ideal enabling environment.

Weak Enabling Environment: Strong Enabling Environ-
Weak Compliance ment: Strong Compliance

Figure 1.1: Continuum of SBM Implementation

Modifications in SBM implementation will hinge largely on the issue of school autonomy, as
this relates to budgeting, personnel, CPD, and curriculum. In an example of weak SBM com-
pliance - parent councils in Mexico receive Government funds for school improvement but are
only mandated to spend money on physical infrastructure and cannot use the funds for other
improvements.? Such conditions constrain the freedom and autonomy of schools. Cambodia’s
New Generation Schools Initiative (NGS), on the other hand, represents an example of an op-
erating context with strong SBM compliance because schools have significant control over the
selection of teachers, changes in curriculum, and how they allocate school improvement grants
provided by MoEYS. Indeed, they are allowed to work outside of the regular policy framework
of the education system on the condition that they show high performance and innovation.’
Such conditions for implementation are well in line with some of the key principles of SBM
discussed above.

Given that SBM will likely be implemented in many different contexts, it is important for fa-
cilitators and school stakeholders to assess the local context with regards to its enabling char-
acteristics; that is, does a school have a great deal of local autonomy or only a small degree.
Such an assessment will help to determine the degree to which SBM principles can be imple-
mented. For this reason, this manual includes a special module that will help facilitators make
such an assessment (cf. Module 3.2). Based on this assessment, facilitators and stakeholders
will have a much better idea of the degree to which they can implement SBM principles in a
specific school or project.

2 World Bank (2014). School-based management: Lessons from International Experience and Options for Turkey. Educa-
tion Sector Unit: Europe & Central Asia Region.
3 MoEYS. (2016). New Generation School Policy, Phnom Penh: MoEYS.
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1.2 Purpose and Content of This Manual

The purpose of this manual is to provide some structured guidance to facilitators who have
been selected to train schools on how to implement SBM principles using concrete explana-
tions, practical examples, real case studies, and other training tools. The manual contains a set
of 9 user-friendly Session Plans to guide facilitators in presenting a practical training program
to introduce stakeholders to some of the basic concepts of SBM. The content of these modules

BOX 2: Module Summary

3.1 Defining School-based Management: Concepts of Autonomy, Accountability, & Ownership — This
module introduces key SBM principles and concepts as they are defined globally and tries to guide partici-
pants in understanding how these principles may be applied to the Cambodian context.

3.2 Pre-Assessing the Level of Autonomy in Your School and Setting Appropriate Expectations — This
module helps to explain further the concept of School Autonomy in multiple areas of school operation. The
module also introduces the idea of an SBM implementation continuum and the variable nature of enabling
environments and school autonomy. When stakeholders understand this concept, they are then guided
through a process of assessing their context in terms of its perceived autonomy and the degree to which
they can implement SBM principles.

3.3 Key Structures Needed to Implement School-based Management — This module discusses the admin-
istrative vehicles that are used to apply SBM principles in Cambodian schools. This refers in particular to
the School Management Committee and the School Improvement Planning process.

3.4 Systematizing Continuous Professional Development in Schools — This module focuses on how schools
can re-organize the various mechanisms that govern how teachers engage in continuous professional de-
velopment. The module covers CPD terms and concepts and explains how these concepts link together.
Finally, the module provides some examples of useful CPD activities and how they can be organized.

3.5 Basic Concepts and Organizing Principles for School Improvement Planning — This module discusses
some basic concepts about planning such as the cyclical nature of planning, planning terms, and how to
organize planning workshops effectively (e.g., organizing participants into homogeneous groups, ensuring
a balance in planning activities, and matching plans with resources available).

3.6 The Starting Point: Leading a School Improvement Planning Session - This module shows stakeholders
how to use a Logical Framework Approach for planning, in a way specifically adapted to the school setting.
It explains how to do Problem and Objective Analyses, identifying objectives, activities, resources, and de-
veloping a work plan.

3.7 Identifying and Applying Your Indicators for Assessment — This module discusses how schools will as-
sess their performance once they have developed a School Improvement Plan. This involves helping
schools to set good performance indicators to track improvement while also ensuring that school-level in-
dicators reflect national standards. Assessment of performance indicators is a key way to ensure that
schools are held ‘accountable’ for the freedoms that they receive under a school-based management re-
gime.

3.8 Using Activity Menus (Optional) — This module discusses the use of Activity Menus in the planning pro-
cess. Activity Menus try to avoid a prescriptive development approach (i.e., an approach in which we tell
the stakeholders what to do without consulting them) but recognize the constraints of implementation in
stakeholder driven projects in the Cambodian context. This speaks to the lack of experience and exposure
of schools and communities to new ways of doing things. The use of menus helps to promote school au-
tonomy and provides opportunities for empowerment within a structure that recognizes local constraints.

3.9 Concepts in Managing Change: This module discusses the concept of “managing change.” The module
starts with a definition of ‘change management’ and then leads into a discussion of how concepts of
change management are linked with School-based Management. Since SBM seeks to promote change
through increased school autonomy, it will generate dynamic changes in the school that will need to be
managed. The module also discusses some of the pre-requisites for effective change management, particu-
larly as this concerns the characteristics of school managers and their philosophy of leadership (e.g., are
they open to taking risks, are they willing to learn new things, can they think out of the box, etc.). Finally,
the module discusses why change management often fails and provides a framework for anticipating and
preventing such failure.
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is explained in Box 2. Each session plan is set out with a suggested time frame, statement of
needed preparation, useful materials and resources, and learning objectives. The manual also
contains a set of Participant Course Materials that should be provided to stakeholders partici-
pating in the training program so that they can use these as reference documents after the con-
clusion of the training workshop.

1.3 Intended Applications of This Manual

A Manual for Generic Use: This manual has been designed for generic use in many contexts.
It may be used by trainers working at provincial and district level or it may be used by project-
based trainers who are implementing a specific project. Although the manual was originally
designed for schools at secondary school level, there is no reason that it cannot also be used
for primary schools, as well. Each module in this manual is organized sequentially starting with
topics on the most basic concepts of SBM and ending with topics on actual application. Nev-
ertheless, Facilitators may also pick and choose specific modules relevant to their situation and
need not necessarily teach every module from beginning to end.

As noted earlier, it may not be possible to fully implement SBM in a particular setting, depend-
ing on how much freedom a school or group of schools actually has in controlling key aspects
of a school’s operation. Such freedoms refer to the degree of control over school budgets,
school grants (e.g., from a project), the ability to change
curricula or re-organize continuous professional devel-
opment modalities, and other important areas of school
operation. Thus, one of the key things that a facilitator

BOX 3: The Use of Activity Menus and
Choice:
We all know that ‘menus’ are all about

must do early on in a planned workshop is to determine
the scope of possible change and control in a particular
setting and modulate the implementation of SBM prin-
ciples within this scope. This may be a challenging task
but Module 3.2 has been provided to give guidance to
facilitators for this purpose.

Seeking Ways to Accommodate the Variability be-
tween Schools: In view of the above observations, it
seems very important to accommodate variability be-
tween schools by using a “graduated” or “levelled” ap-
proach to fostering SBM. One suggestion is to organize
SBM implementation into different levels such as “ad-
vanced”, “intermediate”, and “basic”, as per the school
classifications outlined in the Child Friendly School
(CFES) Policy. Depending on the enabling environment,
schools may move from one level to another. This grad-
ual incremental approach helps schools to see what the
“end game” is, and then helps with tangible steps for
moving them on the path toward greater and greater ex-

choice. When we go into a restaurant
and read a menu, we are given a choice
of many different kinds of foods to eat.
If someone else orders our food for us,
we are likely to feel not very happy with
what we are eating. We are much hap-
pier when we can order our own food.
An Activity Menu works in the same
way. By allowing stakeholders to choose
the activities that they feel are most rel-
evant to their own situation, we ensure
that they will be ‘happy’ with the cho-
sen activities. Thus, using an Activity
Menu for the school improvement plan-
ning process will create a locally rele-
vant activity set, that is nevertheless
contained within a fixed program frame-
work, such as the Child Friendly School
Policy. By promoting local control and
choice in the planning process, Activity
Menus can promote School-based Man-
agement.

pression of SBM. It is for this reason that this manual urges local stakeholders to consider the
use of Activity Menus in their planning. Activity Menus can be structured into different de-
velopmental tiers to help schools ease into more robust, locally-driven planning. The use of
menus recognizes the constraints that exist within educational contexts like Cambodia where
stakeholders may lack experience in identifying their own solutions to problems, but where
imposing solutions undermines local ownership and sustainability. Thus, using Activity Menus
provides a ‘middle path’ between total freedom on the one hand (which some stakeholders may
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not be able to use effectively due to their inexperience) and too much structure on the other
(which undermines ownership) (see Box 3).

Organizing Participants: A final key issue to note in using this manual is to determine who
your audience is, because it may affect the way that facilitators organize the delivery of the
modules. For example, the best way to deliver this manual is to work directly with each
school’s stakeholders at the
level of the school. By con-
structing the audience in this
way, facilitators will avoid a
cascade model of content de-
livery and go directly to all
stakeholders at the same time.
If, however, the audience com-
prises individual school man-
gers who are brought together
into a central location for a
training workshop, this will re-
quire a cascade model of deliv-
ery when they return to their
respective schools and try to
put the ideas presented at the
workshop into actual practice. Some amount of content may be lost by using this method of
content delivery and implementation may also be more imprecise. Under such circumstances,
regular monitoring will play a very important role in ensuring proper implementation.

Some General Guidelines for Organizing the SBM Workshop: The following are some
general recommendations for organizing the workshop so that the delivery of content is most
effective.

e Guideline 1: This manual is best used with small groups of participants. The ideal number
of participants in a workshop using this manual is between 30 and 40 persons. Anything
more than this number is likely to mute the effectiveness of module delivery.

e Guideline 2: When participants arrive for this workshop, the Facilitator should organize
them into permanent groups of 6 to 10 people. The ideal number of groups is 4 or 5. Plac-
ing participants into groups will help facilitate the delivery of each module because group
work is a key strategy for participant learning. Using permanent groups reduces the po-
tential for confusion, will help participants to develop relationships with each other, and
foster a greater sense of trust.

e Guideline 3: When organizing participants into groups, try to ensure that groupings are
homogeneous. For example, do not mix school directors with teachers as the hierarchical
relationship that governs interaction between them may inhibit full participation. Thus,
put all teachers with teachers, all directors with directors, etc.

e Guideline 4: While the session plans provided in this manual are for the Facilitator(s), the
course materials in Section 4 are intended for the participants so that they will have useful
reference documents for them to take home with them. In order to help participants to
organize the course materials that they receive, each participant should be presented
with a ring binder notebook in which they can store all handouts.

With the above provisos in mind, MoEY'S hopes that this manual will provide a sound guide
for Facilitators throughout Cambodia to tailor SBM implementation to their specific situation
and context.
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2. EXPLANATION ABOUT HOW TO USE THIS MAN-
UAL

This manual uses the following standard symbols to make the manual as user friendly as pos-
sible for the facilitators using it. These symbols quickly convey the kinds of activities to be
used with participants for each step of each session plan.

Timing Required for the Lesson

IZ Pre-Training Preparation: Contains information on how to set up your training
area for learning activities. It also gives suggestions on how to organize materials
needed for the activity.

Materials Needed: This provides an overview of necessary materials. Most of

"__!!_" the time, these will be very basic things, like pens or paper. Other material in the
training sessions will be provided through handouts that are attached in this man-
ual. In general, handouts need to be duplicated by the facilitator.

‘ Learning Outcomes: Gives a statement of what should have been achieved and
assessed at the end of the session.

Steps and Process Icons

Section 3 of this manual provides a series of training sessions on how to train the primary
audience, who are expected to employ School-based Management techniques in their schools.
This includes school managers, teachers, community members, and other key stakeholders who
may be determined by the facilitator. The symbols below are used to help guide the actual
training session. These symbols will tell the facilitator quickly what sorts of activities need to
be planned for in this part of the training session. This section of the manual includes possible
activities, stimulating questions, examples to clarify exercises and optional extra tasks. Alt-
hough it is advisable to read through the whole lesson clearly from the beginning, especially
when used for the first time, facilitators can easily see what he or she has to do because of the
icons used.

W Action to be Taken: This symbol indicates that the facilitator must take a concrete
action such as passing out a Handout, re-arranging desks, organize groups, etc.

& Questioning Behavior: This indicates that the facilitator needs to ask a key ques-
tion to the participants as a prelude to an activity or discussion.

9 Discussion: This symbol indicates that the facilitator must lead a discussion or al-
9 low participants to discuss something in their groups.

Writing Tasks: This symbol indicates that the participants need to write something
/ on poster paper, complete an exercise, or other written task.

Explanation: This symbol indicates the facilitator must explain something to par-
ticipants.

¢
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Session Plans
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Lesson 3.1- Defining School-based Management: Concepts of Au-
tonomy, Accountability, & Ownership

Summary: This module introduces key SBM principles and concepts as they are defined globally and
tries to guide participants in understanding how these principles may be applied to the Cambodian

context.

M

Lesson Time: 3.5 Hours

Facilitator Preparation:
e Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

e Make copies of Handout 1: School-based Management Self-Assessment

e Make copies of Handout 2: Global Definition of School-based Manage-
ment and Its Associated Concepts

e Make copies of Handout 3a: Diagramming the Relationship between
Concepts

e Make copies of Handout 3b: Flowchart Depicting the Relationship be-
tween SBM Concepts and School Effectiveness

e Make copies of Handout 4: Is School-based Management a Paradox?
Resources/Materials:

e Copies of Handouts 1, 2, 3a, 3b, and 4

e Poster paper, marker pens, scissors, tape

e Poster sheet summarizing the learning outcomes of the lesson.

Learning Outcomes:
1. Participants can explain the global definition of School-based Manage-
ment using relevant examples of actual application.

2. Participants can demonstrate their general understanding of School-based
Management by determining which statements exemplify SBM from a
given list and which do not.

3. Participants can identify the key concepts that together define what
School-based Management is (e.g., Autonomy, Accountability, Owner-
ship, etc.).

4. Participants can demonstrate the logical relationship between key con-
cepts underlying School-based Management by using such explanatory
devices as flowcharts and diagrams.

5. Participants can explain the risks of using School-based Management in a
centralized education system.



Implementing School-based Management

¢

Training Session Plan

Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the module. Explain the outcomes and that this is what the participants
should be able to do at the completion of the module.

Introducing School-based Management through a Self-assessment Exercise

After introducing the module, the Facilitator should explain that people often un-
derstand different things by School-based Management and that in many cases,
much of what people understand is actually wrong, at least when we consider the
global definition of SBM; therefore, it will be important for everyone to be on
the same page when we speak about SBM.

But before going any further, it will be useful for participants to do a self-assess-
ment of their understanding of SBM. For this purpose, the Facilitator should dis-
tribute Handout 1: School-based Management Self-assessment. This assessment
contains 8 statements about SBM, 4 of which are correct and 4 of which are in-
correct. Ask participants to complete the assessment individually by ticking the
appropriate boxes according to the directions. If the Facilitator has time, it might
also be faster to create a monkey survey online for participants to complete the
survey that way. Give participants about 10 to 12 minutes to complete the self-
assessment.

When the assessment has been completed, discuss the answers and provide ex-
planations about why some statements exemplify SBM and why some do not.
Here is a guide to help the Facilitator explain each answer:

No. | Answer | Explanation

1. True Setting standards locally and using these standards to assess
progress is one means that SBM uses to ensure accountability.

2. False This statement is the opposite of SBM, which ideally seeks to
free schools from centrally set rules and regulations.

3. False Under SBM, authority is moved from central level to school
level bodies such as SMC and SSC, not commune councils.

4. True This is the actual definition of SBM — moving authority from
central level (e.g., MoEYS) to individual schools.

S. True It is indeed difficult to apply SBM in education systems that
are centralized because central control pushes against effective
SBM implementation.

6. False This is incorrect because school managers and teachers still
play a major role in managing the school under SBM as well
as community members.

7. True These are indeed key concepts underlying SBM.

8. False Under a true SBM model, performance indicators are set lo-
cally and not imposed from above.
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Without being too intrusive, the Facilitator should probe how many people got
all 8 questions correct, 7 correct, 6 correct, until you hit 4 correct. This will tell
the Facilitator whether participants’ understanding is high or low when it con-
cerns SBM to help him/her know how to proceed with the rest of the module.

Defining School-based Management

The next step in implementing this module relates to reviewing the global defini-
tion of School-based Management. The Facilitator should once again introduce
this subtopic by stressing that the global definition of SBM offers differs from
what is actually practiced from country to country. Next, the Facilitator should
conduct a review of the SBM Definition as it is used defined globally by passing
out Handout 2: Global Definition of School-based Management and Its Associ-
ated Concepts. Read the definition provided together as a large group and stress
some of the key concepts that are highlighted in bold.

After this reading in plenary, ask participants to work in their small groups and
answer the Discussion Questions that are provided at the bottom of the Handout.
They should write up their answers on a piece of poster paper that is provided to
each group. Provide about 15 minutes for this activity.

When groups have completed their discussions, ask each group to place their an-
swers on the board for review in plenary. The Facilitator should review each
group product and lead a guided discussion using the answers to the questions
provided below as a rough guide.
Notes for Guided Discussion
1. Based on the above definition, what are some of the key concepts that drive School-based Man-
agement?

Answ: Key concepts include Decentralization, Autonomy, Empowerment, Accountability, Owner-
ship, and Assessment of School Performance

2. Why do you think SBM theorists believe that local level stakeholders are in a better position to
make decisions in their school than central level planners?

Answ: Local level stakeholders work in the local context every day. They know better what the
‘real’ problems are and how to solve them. At least this is the theory.

3. How can strengthening stakeholders’ ‘ownership’ of a school improve accountability for perfor-
mance?

Answ: When people feel that they own something, they are more likely to take better care of it
because it belongs to them. Thus, stakeholders are more likely to hold themselves accountable
for things changing at a school if they feel the plan belongs to them.

4. In what ways do you think a school can be autonomous?

Answ: Hiring its own staff, choosing supplementary materials, changing the curriculum, setting a
program for developing staff, changing schedules, setting its own performance standards, etc.

5. When thinking about autonomy, empowerment, and ownership, which one of these do you think
occurs first? Second? And last? Explain your answer

Answ: One causes another in this order: autonomy & empowerment & ownership. This means that
first you give freedom to a school (i.e., autonomy). This gives people a sense of empowerment.
When people feel empowered to do things, they create ownership of the things that they decide
to do.

Optional: If the Facilitator is short of time, answering the Discussion Questions

in the Handout may be done in plenary session. This will help to save time.
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Mapping Out the Relationship between Key SBM Concepts

Now that the Facilitator has helped participants to identify some of the key com-
ponent parts of the SBM approach (e.g., Decentralization, Autonomy, Accounta-
bility, etc.), the next step in strengthening participants’ understanding relates to
helping them to understand how these concepts are related. A useful way to help
participants better understand the relationship between concepts is to use
Flowcharts. Pass out Handout 3a: Diagramming the Relationship between SBM
Concepts. This Handout introduces to participants what a Flowchart is and how
they can be used to map out the relationship between concepts.

Discuss the definition of a Flowchart provided in the Handout and use the exam-
ple provided on Student Dropout to demonstrate how one shows the relationship
between ideas and issues (see example provided below).

Sample Flowchart Using Example of Explaining Student Dropout

Proliferation Prgllfera—
of Factories tion of
Plantations
A ©
Changes in econom; Clrustem mia
Children en- lang y not relevant
increase value of N
roll late . N to students
children’s labor
needs
v [ Vv
Students
do not
. . have
. High Opportunity High Rate of
Children are > > Costs to Stay in > > Student € Femgh
overaged money to
School Dropout :
pay Direct
Costs of
Schooling
N A
Children re- Students Live
peat fre- Far from
quently School

In order to check for participants’ understanding, ask each group to answer ques-
tions provided at the bottom of the Handout. This activity may either be done in
plenary or with participants discussing in their groups for about 5 minutes first.
In order to help Facilitators to lead this discussion, sample answers are provided
below for the guided discussion:

Discussion Questions

What is the final outcome or result shown in this diagram? Answ: High Rate of Student Drop-
out

How many ‘direct’ causes are shown that lead to dropout? Answ: There are 4 direct causes
highlighted in blue. These causes are ‘direct’ because they lead directly to high dropout.
How many ‘indirect’ causes are shown that lead to dropout? Answ: There are 6 indirect
causes because they do not directly lead to dropout lead to the existence of other factors
(e.g., Opportunity Costs) that do directly impact dropout.

What words are suggested by the arrows shown in the chart? Answ: ‘Lead to’, ‘Promote’, etc
Do you understand the concept of Opportunity Costs? Answ: Opportunity Costs are the costs
that occur when one foregoes an opportunity to earn money. If a student could earn $160
per month in a factory but decides not to work but to continue studying, then the $160 is
what is known as an opportunity cost.

How many factors are shown that affect Opportunity Costs? Answ: There are six factors (in
white boxes) that lead to Opportunity Costs.

Does the relationship between these factors and Opportunity Cost seem logical to you? Why
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or why not? Answ: This is a subjective assessment but it would seem that eliminating any
one of the factors contributing to Opportunity Costs would lessen its impact, suggesting that
the relationship is logical.

Once the Facilitator is satisfied that participants understand how to read a
Flowchart, ask them to create a Flowchart that links SBM concepts together in
the same way. To start this exercise, the Facilitator should again refer to Handout
3a. On the second page of this Handout, participants are provided with an exer-
cise to take 9 key concepts underlining School-based Management and create a
Flowchart that demonstrates their relationship. Pass out two sheets of poster pa-
per to each group along with some marker pens, scissors and tape. Next, ask
each group to write the 9 listed factors in the handout onto one sheet of poster
paper and cut them out so that each can be moved around in a diagram. Use the
second sheet of poster paper as the background so that group members can move
the factors around on as they look for the best arrangement of factors. Group
members should also draw a number of arrows on separate sheets of paper to
connect the factors causally. Remember to remind participants that the arrows
can mean such things as ‘promotes,’ ‘leads to,” etc. Participants should also be
reminded that ‘Improved School Effectiveness’ is the end result to which all fac-
tors should lead.

Once the group members have found the best arrangement of factors (as they un-
derstand them) for their flowcharts, they should tape each factor to the second
sheet of poster paper along with the arrows that connect them. Give the groups
about 30 to 40 minutes to complete this activity.

When all groups have completed their diagrams, they should place them on the
blackboard and explain the logic they used to organize each factor. The Facilita-
tor should ask questions and challenge groups about their logical analysis. The
Facilitator should also make comparisons between group diagrams to see how
participants have developed different understandings of the content presented
earlier. Some of the differences may be attributable to different interpretations
that are justifiable; however, some differences may indicate faulty logic or mis-
understandings, which the Facilitator should point out.

Diagram from Handout 3b: How School-based Management improves School Effectiveness . . .

Stakehold-
ers set their
own stand-
ards of per-
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r
Stakeholders Strength-
Decentralization have more > ens School
of Authority Ownership Accounta-
of the school bility
\Z ” \Z
Stakeholders
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School =>» | sionsbased on > Decision- -> 8
) ) Effective-
Autonomy their own un- making
derstanding of ness
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Following the presentations of the various groups, the Facilitator should pass out
Handout 3b: Flowchart Depicting the Relationship between SBM Concepts and
School Effectiveness. This Handout shows a set of relationships governing SBM
developed for purposes of this manual (see diagram above). The Facilitator
should explain the logic of this flowchart and the relationships that are shown.
Following this explanation, the Facilitator should also make comparisons with
the diagrams presented by the different groups and point out which group dia-
grams are most like the flowchart shown in Handout 3b. The Facilitator should
stress again how easy it is for participants to come to very different understand-
ings of the same topic, which demonstrates the complexity of the SBM concept.

The Risks Associated with the Adoption of School-based Management

The Facilitator should start this particular session with the idea that no approach
is perfect and that there are always advantages and disadvantages associated with
any strategy. SBM is no different from other strategies in this regard and there
are risks associated with this approach. To go over some of the larger of these
risks, pass out Handout 4: The Risks Associated with School-based Management
and the SBM Paradox? The Facilitator should review some of the risks described
in this handout, particularly Risk 1. Following this brief explanation, ask partici-
pants to try to think of some mitigating measures (at least one for each risk) that
might be employed to address each of the risks identified in the Handout by
completing the table shown below.

Pass out some poster paper to each group along with some marker pens and ask
participants to duplicate the table below (and shown in the Handout) on their
poster sheets so that ideas may be shared in plenary when they are done writing.
Remind participants to be as specific as possible with their suggestions. Don’t
simply say ‘provide training’ or ‘improve decision-making,’ etc. Give partici-
pants about 30 to 40 minutes for this exercise.

When participants have completed their tables, ask each group to put their work
on the board and present it to the plenary group. The Facilitator should ask for
clarifications accordingly and provide some additional examples when possible
or appropriate. Some mitigative ideas are provided as examples below to help
the Facilitator guide the discussion. Participants may have similar or different
ideas. Review each one accordingly.

Sample Measures to Mitigate Risks of Implementing SBM

Risk 1 Risk 2 Risk 3 Risk 4

. Only implement SBM | e Provide training . Develop Job De- . Engage school-based
in schools with al- on time manage- scriptions for those mentors if the re-
ready strong man- ment for schools. taking on new re- sources are available
agement and teacher | e Advise schools to sponsibilities. to help with staff de-
commitment. look at planningin | e Make sure that velopment activities

. Institute different the long-term so those receiving . Ensure that there are
levels of SBM imple- that they don’t more responsibility enough resources in
mentation depend- take too much are chosen not be- place for frequent sup-

ing on local capacity. work on in the
Make sure that the
school understands
the large responsibil-
ities of SBM imple-
mentation before
agreeing to do it.
Don’t force schools
to do SBM unless
they want to.

short-term.

cause of their posi-
tion but rather be-
cause of their abil-
ity.

Provide checklists
to school managers
to help them evalu-
ate whether certain
candidates can do
selected jobs.

port visits from central
level.
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Is School-based Management a Paradox? (Optional)

This final session is optional. But the session still has some value because it
deals with what in English we call a ‘paradox.” A paradox refers to something
that is contradictory. Refer participants to Handout 4 again to explain this idea.
Review the examples of paradoxes provided in the Handout and then introduce
the idea of the SBM Paradox,
i.e., implementing a decentral-
ized management approach in a
centralized education system.
Many countries have education
systems that evince different lev-
els of centralization but which
are all attempting to implement
SBM. This creates a paradoxical
situation.

Discussing the ‘SBM Paradox’ is a good exercise to do that will help participants
better understand the challenges of implementing SBM in their schools. As a
prelude to a large group discussion, ask participants to look at the two questions
indicated in Handout 4 and ask them to discuss them in their small groups taking
notes about what different group members say:

1. To what degree do you think that the SBM Paradox exists in Cambodia? Explain your
answer (i.e., what are the most centralized aspects of management in Cambodia’s edu-
cation system that might not fit with an SBM approach?)

2. How feasible do you think implementing SBM at your own school would be in the cur-
rent operating environment? What things could work well under SBM and what things
might not work well. Give some specific examples.

Provide about 10 or 15 minutes for the small group discussions.
When participants have finished their group discussions, the Facilitator should
ask each group to share their opinions, not necessarily to create a consensus but

rather to give participants some sense of the variation of views that exist with re-
gards to implementing SBM in Cambodia.
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Lesson 3.2- Pre-assessing the Level of Autonomy in Your School

and Setting Appropriate Expectations

Summary: This module helps to explain further the concept of School Autonomy in multiple areas of
school operation. The module also introduces the idea of an SBM implementation continuum and the
variable nature of enabling environments and school autonomy. When stakeholders understand this
concept, they are then guided through a process of assessing their context in terms of its perceived au-
tonomy and the degree to which they can implement SBM principles.

Lesson Time: 3.5 Hours

IZ Facilitator Preparation:

Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

Make copies of Handout 5a: School Autonomy and Important Areas of
School Operation Affected by School-based Management

Make copies of Handout 5b: Classifying Key Aspects of School Opera-
tion

Make copies of Handout 6: Using a Continuum of Enabling Environ-
ments to Better Understand the Level of Autonomy in a School

Make copies of Handout 7: Assessing the Enabling Environment in Your
School

L._!' Resources/Materials:

Poster paper, marker pens
Poster sheet summarizing the learning outcomes of the lesson.

Copies of Handouts 5a, 5b, 6, and 7

‘ Learning Outcomes:

1.

Participants can explain what School Autonomy is in terms of operational
freedom and how it may vary depending on the perspectives of other
stakeholders.

Participants can explain the important areas of school operation affected
by the level of a school’s Autonomy.

Participants can use a Continuum of Enabling Environments to explain
how the enabling environment for SBM implementation may vary from
school to school.

Participants can determine at what level on a Continuum of Enabling En-
vironments their school lies by using a tool designed for the purpose.

Participants can explain the impact of the enabling environment at their
school on SBM implementation.

15



Implementing School-based Management

¢ <

¢

Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the lesson. Explain the outcomes and that this is what the participants
should be able to do at the completion of the lesson.

2. Defining School Autonomy and Explaining Why It Makes Schools More
Effective

The Facilitator should start this session with a general question to participants:
Why does Autonomy increase the effectiveness of a school?

Write this question on the board as well as some of the responses that you get from
participants. It is likely that participants will mention the words ‘freedom’ and
‘decision-making’ frequently in their responses. These two words basically ex-
plain why School Autonomy leads to better school effectiveness because it makes
sense that stakeholders will make better decisions when
they have the freedom to do so, since these decisions
will better reflect local priorities, values, and needs.

Discussion Guide
School Autonomy is be-

Use the discussion guide shown in the box to help you
guide the discussion.

But it is likely, too, that School Autonomy may mean
different things to different stakeholders. Ask partici-

lieved to make schools
more effective by pro-

moting better decision-
making that reflects lo-
cal priorities, values,

and needs; and giving
teachers the freedom/op-
portunity to establish a
personal commitment to
students and their par-
ents.

pants why they think parents might like the idea of a
school having more autonomy? What do you think au-
tonomy means to them? What about teachers? What
about school managers? Lead a short discussion to re-
spond to this question using the suggested answers pro-
vided in Handout 5a: School Autonomy and Important
Areas of School Operation Affected by School-based Management to help guide
the discussion (Note: there is no need to pass out the Handout at this stage yet).

The final point for the Facilitator to make in this session relates to the creation of
an ‘enabling environment.” An operating environment that ‘enables’ School-based
Management is best created by high amounts of freedom in decision-making (i.e.,
autonomy). That is, it is important for a school to have as much autonomy as pos-
sible in order for a School-based Management approach to work effectively. This
concept will be important for participants to grasp later on in this session.

3. Introducing Areas of School Operation Affected by SBM

The Facilitator should next explain that there are specific areas of school operation
where key decision-making most often occurs and which are most affected by a
School-based Management approach. Write these five areas on the board:

AREAS OF SCHOOL OPERATION

Personnel Management

Instructional Management

Budget Management

Maintenance & Infrastructure

School Administration, Monitoring, & Community Relations

A e
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In order to set the context for future discussions, the Facilitator should help par-
ticipants to become more familiar with these different areas of school operation
by identifying some the key activities associated with each. For this purpose,
pass out Handout 5a: School Autonomy and Important Areas of School Opera-
tion Affected by School-based Management. On this Handout, there is a list of 30
key activities associated with each area of operation. In their groups, ask partici-
pants to classify each given activity with the area of operation with which it cor-
responds. Pass out some poster paper and marker pens and ask each small group
to draw a larger version of the table shown on the Handout and place each appro-
priate activity under the area of operation where it belongs. Give participants
about 20 to 25 minutes to undertake this activity.

This activity is useful in order to ensure that all participants have a common un-
derstanding of the key activities that each area of operation entails. When partici-
pants have completed their classifications, ask them to place their posters on the
board so that everyone can see. In order to check the correctness of the classifi-
cations, pass out Handout 5b: Classifying Key Aspects of School Operation in
order to compare the classifications made by each group with the classification
provided in the Handout. Review group classifications as a large group and point
out any differences from the classification shown in the Handout. Ask partici-
pants to give justifications if they placed an activity under a different area of op-
eration.

4. Understanding Enabling Environments and Their Relationship to SBM
Implementation

The Facilitator should next introduce the idea of using what is known as a Con-
tinuum for understanding the degree of freedom that schools may have in imple-
menting School-based Management. In this regard, note that schools with a great
deal of freedom in different areas of school operation will have a ‘strong’ ena-
bling environment to implement SBM while schools with less freedom will have
a ‘weak’ enabling environment to implement. Try to link this idea with the ear-
lier discussion about the importance of School Autonomy as a precondition for
effective SBM implementation. Also, be sure to define the term ‘continuum’

(ﬁ'ﬂﬂfﬁ ﬁg) as noted in the Handout for participants who may not have heard
of this concept before.

In order to help facilitate these explanations, pass out Handout 6: Using a Con-
tinuum of Enabling Environments to Better Understand the Level of Autonomy in
a School. Use the various diagrams provided in this Handout (such as the one
shown below) to help you explain the relationship between School Autonomy,
Enabling Environment, and Effective SBM Implementation.

Weak Enabling Environment: Weak Strong Enabling Environment: Strong
Compliance with SBM Principles Compliance with SBM Principles

Continuum of SBM Implementation
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One way to help participants connect the concepts mentioned above together
would be to create a short formula such as the one shown below. Write the for-
mula on the board for all participants to see.

School Autonomy = Enabling Environment = Effective SBM Implementation

This formula would be read in the following way:

Giving a school ‘autonomy’ will create a strong ‘enabling environment’, which will in
turn promote effective SBM implementation.

The next diagram in Handout 6 indicates that enabling environments are not ei-
ther-or affairs. The amount of autonomy a school has may vary from context to
context, lending itself to many different gradations of an enabling environment
ranging from ‘Weak’ to ‘Moderate’ to ‘Strong.” The idea of a continuum tries to
convey that the concept of an enabling environment is not black or white. The
Facilitator should read through the various levels of an enabling environment
with participants as defined in the diagram provided in Handout 6.

Continuum of Enabling Environments That
Affect the Implementation of School-based
Management

(5) Strong
(4) Enabling
Moderately Environment
(3) Moderate Strong
Enabling Enabling
Environment Environment

(2)
Moderately
Weak

(1) weak Enabling
Enabling Environment

Environment

5. Pre-assessing the Enabling Environment at One’s School

The final step in implementing this module relates to determining where one’s
school lies on the ‘Continuum of Enabling Environments.” For this purpose, the
Facilitator should pass out Handout 7: Assessing the Enabling Environment in
Your School. Explain that this Handout has a series of 32 questions that are orga-
nized according to the School Operating areas discussed earlier. Each question
requires a ‘yes’ or ‘no’ answer. Explain that ‘yes’ responses are scored 1 while
‘no’ responses are scored 0. These questions help a school to determine the
amount of autonomy or freedom that they have in terms of their decision-making
authority, which will in turn determine the degree to which they can create
change at their school. Review the questions with participants one by one to en-
sure that everyone understands what is being asked. After the review, give par-
ticipants about 10 to 15 minutes to answer the questions in the pre-assessment
tool individually. When they are finished with all questions, they should tabulate
the scores and determine how much autonomy their school has by referring to
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the score ranges provided in the Continuum of Enabling Environments Diagram
in Handout 6.

6. Setting Expectations for Your Planning and SBM Implementation

In order start this session, the Facilitator should write down on the board the ta-
ble shown below:

Strength of Enabling Environment | Number of Participants
e Weak Enabling Environment 11
e Moderately Weak Enabling HH HH
Environment
e Moderate Enabling Environment 1]
e Moderately Strong Enabling I
e Environment
e  Strong Enabling Environment Etc.

Next, the Facilitator should ask all participants to indicate where their school
scored on the pre-assessment by taking a show of hands for each category of en-
abling environment and recording it in the appropriate cell in the table shown
above. Summarize the range of scores for participants in plenary session. This
summary will help both the Facilitator and participants better understand every-
one’s situation with respect to schools’ Autonomy and the enabling environment
that exists.

Following this activity, ask participants to discuss in their groups the following
questions at the end of Handout 7. Give about 10 to 15 minutes for this discus-
sion. When participants have finished their small group discussions, ask them to
discuss their answers in plenary session for about 15 minutes. Some discussion
notes are provided for the Facilitator in the list below to help him/her facilitate
the discussion.

1. Where did most of the schools in your group fall in terms of the enabling environment for
SBM implementation?

Discussion Guide Notes: Refer to the table above

2. Were there some schools scored better or worse than your school? Why do you think there
were differences in scores since all of your schools are located in the same education sys-
tem?

Discussion Guide Notes: If there are differences in scores between schools, it suggests
that school directors differ in how they interpret their level of autonomy and freedom
to make decisions. Some directors may be less averse to taking risks in making deci-
sions while others are more cautious and afraid of getting into trouble with their supe-
riors. These differences in scores would demonstrate that there may be more flexibility
in the system for stakeholders to actually make bold decisions, which suggests that
there is more scope to actually implement SBM effectively.

3. If your school has a ‘weak’ enabling environment, what are the implications for your imple-
mentation of School-based Management and nature of your School Improvement Plan?

Discussion Guide Notes: If schools report that they exist in a ‘weak’ enabling environ-
ment, the number of activities and measured outcomes that they commit to in their
School Improvement Plans will likely need to be fewer in number. This is not to say
that there is no scope to implement an SBM approach in their school, only that the
scope may be more limited. Another implication from the pre-assessment may suggest
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the operational areas where schools should focus. Schools with a score in the ‘weak
enabling environment’ range should consider the Areas of Operation where they have

the most freedom to make decisions and focus on this area more heavily than other
areas.

4. If your school has a ‘moderate or strong’ enabling environment, what are the implications

for your implementation of School-based Management and nature of your School Improve-
ment Plan?

Discussion Guide Notes: If schools report that they exist in a moderate or strong ena-
bling environment, the number of activities and measured outcomes that they commit
to in their School Improvement Plans can be great in number. Schools will be able to

implement an SBM approach more deeply at their school with quite a few things that
they can change or attempt to change.

Once participants have clarified to themselves their expectations for SBM imple-
mentation and in particular the School Improvement Planning process, then they
are ready to actually go the next step of SBM implementation.
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Lesson 3.3 Key Structures & Processes Needed to Implement School-
based Management

Summary: This module discusses the administrative vehicles that are used to apply SBM principles
in Cambodian schools. This refers in particular to the School Management Committee and the School
Improvement Planning process.

M

Lesson Time: 3.5 hours

Facilitator Preparation:

o Write up the Learning Outcomes of the lesson on a sheet of flip-chart pa-
per to introduce the lesson.

o Make copies of Handout 8a: School-based Vehicles that Support SBM
Processes

o Make copies of Handout 8b: Roles and Functions of Vehicles that Sup-
port SBM

o Make copies of Handout 9: Purpose, Structure, & Responsibilities of the
School Management Committee

o Make copies of Handout 10: Matching Problems and Functions

o Make copies of Handout 11: Case Studies to Promote Problem Solving

o Make copies of Handout 12: The Relationship between the School Man-
agement Committee and the School Improvement Plan

o Make copies of Handout 13: Defining the School Improvement Planning
Process

Resources/Materials:

o Flip-chart paper, marker pens

o Flip-chart sheet summarizing the learning outcomes of the lesson.

o Copies of Handouts 8a, 8b, 9, 10, 11, 12, and 13.

Learning Outcomes:

1.

4.

Participants can explain how school-based vehicles like School Manage-
ment Committees, School Improvement Plans, etc. promote SBM imple-
mentation and why they are necessary.

Participants can correctly classify the roles and functions of school-based
vehicles that support SBM implementation according to the appropriate
school-based structure/process with which they are associated.

Based on an understanding of the roles and functions of school-based
structures that support SBM, participants can make an assessment of
whether these structures at their own schools are strong enough to support
SBM.

Participants can determine things that they can do to improve school-
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based structures that support SBM at their own schools.

Participants can summarize the Purpose, Structure, and Responsibilities of
the School Management Committee

Participants can match specific problems to the functions of an SMC that
they are intended to address.

Participants can identify possible solutions to problems raised in case
studies that might actually represent interventions adopted by School
Management Committees at their schools.

Participants can explain the relationship between the School Management
Committee and the School Improvement Planning process.

Participants can define the School Improvement Planning Process.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the lesson. Explain the outcomes and that this is what the participants
should be able to do at the completion of the lesson.

2. School-based Structures Supporting School-based Management Processes

The Facilitator should start this topic by reviewing some background points
about SBM Implementation that were discussed in previous sessions. That is,
when central level offices transfer decision-making power to the school to in-
crease its Autonomy, the question arises as to how schools will use this new
power; how will they project the power in a way that really improves the quality
of educational services?. This brings us to the purpose of the present topic:

What are the Needed Structures and Processes in a School to Put SBM into Action?

The Facilitator should write this question on the board and lead a discussion
about what things need to be in place at a school to make SBM work. Try to fa-
cilitate discussion by asking the following questions:

o How will you delegate different tasks to different stakeholders in the school
and community?

o How will you reach out to the community?

o How will you involve students in implementing activities?

o How will you plan and schedule activities?

As the Facilitator leads this discussion, the structures needed will come up in re-
sponses offered by participants. There are four structures and one process that
the Facilitator wants to highlight in this regard:

The School Management Committee (Structure)
The School Support Committee (Structure)

The Student Council (Structure)

School Improvement Planning (Process)
Professional Learning Community (Structure)

O O O O O

The Facilitator should be sure to write these on the board as soon as someone
mentions these as an answer. Try to keep the discussion focused on how each
structure or process supports Autonomy, Accountability, Ownership, etc.

Following this discussion, pass out Handout 8a: School-based Vehicles that
Support SBM Processes. This Handout summarizes some of the above discus-
sions and highlights those structures and processes for SBM to work well:

Structures &

Processes that School Support

Support Committee
School-based School

School I
mprovement
Management Planning

Committee
Process

SBM
Processes Professional

Student .
Council Autonomy & Learning

Accountabilit Community
Y
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Exercise on Functions: The Facilitator should stress that the purpose of this ses-
sion is not to train participants on how these structures work. Schools have prob-
ably already received a great deal of training from Ministry about these struc-
tures and processes. But it is important to perhaps review some of the functions
of these structures/processes as they relate to School-based Management. As part
of this review process, the Facilitator should explain that a list of 17 functions is
provided in Handout 8a followed by a table below. In their small groups, ask
participants to classify each of these functions according to whether they go with
the School-based Management Committee, the School Support Committee, etc.
Give groups about 30 to 40 minutes to complete this task. When the time is fin-
ished, the Facilitator should pass out Handout 8b: Roles & Functions of Vehi-
cles That Support SBM. Ask participants to compare their answers in the Exer-
cise with the classifications provided in Handout 8b and make a note of any dif-
ferences.

Discussion Questions on the Functions of School Structures Supporting
SBM: Following the exercise above, the Facilitator should review differences
between classifications from the group work and those in the Handout. There
may be some areas of overlap and the Facilitator should allow differences in
classification within reason and if the differences are reasonable. For example,
some groups may have said that the following functions are specific to the
School Support Committee even though these are assigned to the SMC in the
Handout:

e Ensures community involvement in school management
e Implements School Improvement Plans

Such differences may be allowed. Lead a discussion on the other questions pro-
vided in the Handout as provided below:

1. Did your group’s answers match those provided in Handout 8b? Do you agree
with the differences or do you think your own classification is better? Explain
your answer.

Discussion Guide Notes: Solicit answers from all groups. Note the differences.

2. Ifyou defined the Roles and Functions of various structures differently from the
official classification, do you think you should be allowed to maintain your own
classifications under an SBM Policy? Explain.

Discussion Guide Notes: 1f difference seem reasonable allow them such as in
the example provided above.

3. Why do you think it is so important to have different structures in the school to
make SBM work well?

Discussion Guide Notes: SBM requires activity among a wide range of stake-
holders including managers, teachers, parents, community members, and teach-
ers. These structures provide channels for communication, delegation, and co-
ordination. Without them, it would be difficult to put SBM ideas into action.

4.  How many schools in your group have all of these structures/processes in place
already (how many have all, how many have 3, have 2, etc.)?

Discussion Guide Notes: For this question, just ask for a show of hands of the
schools that have 4 of these mechanisms in place; 3 in place; etc. Write the
number of hands raised after each number on the board. This should give the
Facilitator some idea about the preparedness of schools to implement SBM ap-
proaches to development.
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5. Based on a review of the roles and functions provided in this exercise, take a
survey of schools in your group and indicate how many schools’ are ‘Very
happy’ with how these structures/processes work; Satisfied but still need a lot
of improvement; Not happy at all with how these structures/process currently
work.

Discussion Guide Notes: Summarize the results of your survey on the board —
in the same way that you did in Question 5. This summary of self-assessments
by schools/participants will give the Facilitator some idea of how much addi-
tional work needs to be done in strengthening SMCs, SSCs, etc. This workshop
is not the place to do this, but it may imply some need for follow up by the Fa-
cilitator. Discuss the need for some additional follow-up by leading into the
next question below.

6. For those schools that are not happy with how well their SMC, SSC, etc. work,
what can be done to make improvements?

Discussion Guide Notes: Direct questions to those schools that have been hon-
est to acknowledge that operation of some or all of their committees is not yet
up to standard. Write a list of things that can be done to strengthen these com-
mittees including (1) new elections to replace leaders; (2) collecting documen-
tation to better understand how committees should work; (3) identifying re-
source persons either within the school or outside the school who can provide
training; (4) identifying resource persons who can provide technical support to
the school to do strengthen these committees, etc. There may be other ideas
suggested by participants. Make a complete list and consider these ideas for fol-
low-up actions.

3. The Functions of the School-based Management Committee and the
Problems It Seeks to Address

The Facilitator should pass out Handout 9: Purpose, Structure, & Responsibili-
ties of the School Management Committee. Review some of the key points made
in this Handout and in particular review the various Functions of the School
Management Committee. Facilitators should avoid getting into a long discussion
of the workings and organization of the SMC, as schools should already have re-
ceived such trainings in other workshops. If the structure and workings of the
SMC are not clear to some participants, please refer them to the appropriate
MOoEYS resource documents.* When reviewing SMC Functions together, empha-
sizing that these may seem somewhat abstract but they each have in mind the
idea of preventing major problems. This explanation can lead into an exercise of
demonstrating how the functions seek to address various problems that may exist
in schools. Organize this exercise as described below:

W e Task 1: Following this explanation, pass out Handout 10: Matching Prob-
lems and the Functions of an SMC Intended to Address Them to participants
p @ and ask them to identify a problem for each function that the committee is in-
tended to address. An example has been provided to help participants to start
thinking about the importance of various committee functions. Ask partici-
pants to write up their functions and problems on a sheet of poster paper and
explain to the Facilitator and other groups that may have joined the work-
shop.

¢ <=

4 See, for example, MoEY'S (2018) Support Document about School Management Committee, Phnom Penh: Secondary Edu-
cation Improvement Project (SEIP).
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Following a review of group work on matching Functions and the Problems that
they seek to address, move on to Task 2.

e Task 2: As a follow up exercise, pass out Handout 11: Case Studies to Pro-
mote Problem Solving and ask participants to see if they can identify solu-
tions to specific problems that the committee is intended to try to resolve.
Ask each group to report on their solutions and discuss as a large group.

4. The Relationship between the School Management Committee and the
School Improvement Planning Process

The Facilitator should start to discuss the current topic by asking participants to
reflect on ONE of the specific responsibilities of the School Management Com-
mittee. Ask participants to refer back to Handout 9 for this purpose and review
SMC Responsibilities:

7 Main Responsibilities of the SMC:
(1) Increases financial autonomy & accountability of schools;
(2) Conducts education budget audit;
(3) Links budget/activities to education policies;
(4) Ensures community involvement in school management;
(5) Implements School Improvement Plans;
(6) Implements Long-term Planning for SBM;
(7) Conducts regular assessment of students for learning & achievement.

The Facilitator should ask participants which responsibility of the School Man-
agement Committee concerns the School Improvement Plan? Obviously, it is
Responsibility 5. If the committee develops a 3-year plan, one might also add
Responsibility 6 as well. Explain further that when we talk about the relationship
between the School Management Committee, there are several important things
to consider. Pass out Handout 12: The Relationship between the School Man-
agement Committee and the School Improvement Plan to help review what some
of the additional functions a School Management Committee must do to imple-
ment the school plan. Review each of the five functions mentioned on the
Handout carefully and give examples as necessary:

(1) Assess the situation at school to see if it is enabling students to receive a qual-
ity education. (Example: Review school statistics such as repetition rates,
dropout rates, performance on Bac Il Exam, teacher attendance, etc.)

(2) Participate in development of a School Improvement Plan based on their as-
sessment. (Example: The school should ensure that as many stakeholders as
possible should join in meetings to develop the plan, not just the school man-
ager(s)).

(3) Do fund-raising for additional funds to support the School Improvement Plan,
as necessary. (Example: Reach out to Commune Council, School Support
Committee, local companies, etc. to raise additional funds for various activi-
ties identified in the plan).

(4) Participate in implementing the School Improvement Plan, along with mobi-
lizing other community members to engage. (Example: The school should en-
sure that there is a clear division of labor to implement specific activities men-
tioned in the school plan).

(5) Assess/evaluate progress of School Improvement Plans, at end of school year.
(Example: The school should set performance targets such as improved rates
of promotion, retention, and other measures that indicate higher quality

26



Implementing School-based Management

¢

ra

education).

The Facilitator should be sure, too, to review the Purpose of the School Improve-
ment Plan, How it Prioritizes Activities (i.e., based on the problems that it identi-
fies), Who should be involved in making the plan, and Who implements the plan.

In order to consolidate and check participants’ understanding of key characteris-
tics of the School Improvement Plan, pass out Handout 13: Defining the School
Improvement Planning Process and ask participants to answer the questions indi-
cated. Give participants about 10 to 12 minutes to discuss the answers in their
small groups. Then review the answers as a large group. Remind participants that
sometimes, more than one answer may seem correct. The participants, however,
need to choose the answer that is MOST correct to make this a challenging exer-
cise. Review the correct answers as follows and discuss any questions that
groups could not answer correctly.

Correct Answers:
1. A

2.C
3.B
4. A
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Lesson 3.4- Systematizing Continuous Professional Development
in Schools

Summary: This module focuses on basic concepts, structures, and process associated with Continuous
Professional Development. The module seeks to give guidance to school about how they can re-organ-
ize the various mechanisms that govern how teachers engage in continuous professional development
to make them more effective. This re-organization is closely linked with MoEYS’ Continuous Profes-
sional Development Framework and provides numerous ideas for useful CPD activities.

Lesson Time: 6.5 Hours

IZ Facilitator Preparation:

e Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

e Make copies of Handout 14a: Assessing Your Knowledge about Contin-
uous Professional Development Concepts and Processes

e Make copies of Handout 14b: Continuous Professional Development
Terms & Definitions (Questions)

e Make copies of Handout 14c: Continuous Professional Development
Terms & Definitions (Answers)

e Make copies of Handout 15a: Linking CPD Concepts, Structures, & Pro-
cess to Create a Logical Framework

e Make copies of Handout 15b: Continuous Professional Development
Frameworks in a School-based Management Environment

e Make copies of Handout 15¢: Continuous Professional Development Ac-
tivities to Consider for Your School

e Make copies of Handout 16a: Creating a Successful Continuous Profes-
sional Development System

e Make copies of Handout 16b: Should We Use Tests to Judge the Effec-
tiveness of a School-level CPD System?

|..| Resources/Materials:
— e Copies of Handouts 14a, 14b, 14¢, 15a, 15b, 15¢, 16a, and 16b

e One copy of the MoEY'S publication called, Continuous Professional De-
velopment Framework for Teachers & School Directors, 2019-23

e One copy of the MoEYS publication called, Teacher Career Pathway
Framework

e Poster paper, marker pens, scissors, tape
e Color pieces of paper for Flow Charts
e Poster sheet summarizing the learning outcomes of the lesson.

‘ Learning Outcomes:
1. Participants can complete a short assessment of their understanding of Con-
tinuous Professional Development.
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Participants can define key concepts, structures, and processes that support
Continuous Professional Development.

Participants can create a flow chart that correctly shows the logical linkages
between the structures and processes in a school-based CPD System.

Participants can determine which CPD activities might work best for their
particular schools based on an understanding of what they entail.

Participants can explain various suggestions to set up school-based Continu-
ous Professional Development system at their school.

Based on an understanding of research findings about the implementation of
school-based CPD systems, participants can determine which problems are
likely to be most important in Cambodia along with some possible solutions
through which to address them.

Participants can express an opinion about how best to assess the effectiveness
of a school-based CPD System.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the module. Explain the outcomes and that this is what the participants
should be able to do at the completion of the module.

2. Assessing One’s Knowledge about Continuous Professional Development

The Facilitator should the start this topic by asking participants to do a self-as-
sessment exercise about their knowledge of Continuous Professional Develop-
ment. This exercise is simply to help the Facilitator how much time he/she needs
to spend on explanations of various concepts and terms in the lesson. Pass out
Handout 14a: Assessing Your Knowledge about Continuous Professional De-
velopment Concepts and Processes to participants and ask them to complete
them individually in their groups. Please remind participants to be honest in their
assessments. Give participants about 5 to 10 minutes for this exercise.

When the time is up, ask each participant to score their self-assessment and re-
port a total score to the head of the group. The group leader should average all of
the scores and report it to the Facilitator who will mark it down quietly in a note-
book without letting other groups know what each group average score was. This
exercise is simply to help the Facilitator get a better idea of how familiar partici-
pants are with CPD concepts. The midpoint on the performance scale for this as-
sessment is 9 with the highest possible score being 14 and the lowest score being
4. Any average score that is 9 or above indicates moderate to strong understand-
ing of CPD concepts while anything below 9 would be considered weak or very
weak.

Following the completion of the self-assessment, briefly review some of the key
points mentioned in the assessment questions (e.g., there are three career path-
ways suggested by MOEY'S; MoEYS has mandated setting up CPD systems in
all schools, etc.). Physically show participants the CPD Framework document as
well as the Teacher Career Pathway Framework document so that participants
can get their own copies if they do not already have one.

3. Continuous Professional Development Terms & Definitions

The next step in helping participants to understand what a school-based CPD
system looks like in a school practicing School-based Management is to first
make everyone aware of the meaning of some very important terms often used in
talking about Continuous Professional Development. The Facilitator should ex-
plain that these terms include CPD concepts, the organizational structures that
support CPD, and the general processes that comprise CPD in a school. In ap-
proaching this task, the Facilitator should pass out Handout Handout 14b: Con-
tinuous Professional Development Terms & Definitions (Questions), which pre-
sents a set of 12 terms with their definitions randomly organized in a matrix be-
low. In their groups, ask participants to review each definition and match them
with the terms provided at the top of the Handout, keeping in mind that some re-
fer to concepts, some are structures that support CPD in the school, while others
are processes used to implement CPD. The Facilitator should note that although
participants may never have encountered many of these terms before, they

30



Implementing School-based Management

U

¢

¢ <

should be able to figure out which terms go with which definitions though a pro-
cess of elimination and logical analysis. This review process should help partici-
pants to become familiar with these terms and understand them better than if the
Facilitator presented them as a lecture. Give participants about 30 to 40 minutes

to complete this exercise.

CPD Concepts, Structures, and Processes

e  School-based Mentoring Sys- e Teacher Self-Assessment

tem e  Professional Learning Commu-
e INSET Activities nity
e  Teacher Technical Groups e  Teacher Career Path
e  Teacher Training Institutes e  CPD Accreditation
e  Professional Portfolios e  Continuous Professional Develop-
e  School-based Continuous Pro- ment

fessional Learning Committee e Annual Professional Learning

Plans

When participants have completed the matching exercise, pass out Handout
14c: Continuous Professional Development Terms & Definitions (Answers). This
Handout presents the CPD terms of the previous Handout already matched with
each definition. The Facilitator should discuss each term and its definition with
participants asking whether various groups had matched the term correctly or
not. If a group did not match the term correctly, the Facilitator should query the
group about what confused them and whether they understand the term better or
not. Offer additional explanations of each term, as needed.

4. Linking CPD Concepts, Structures, & Processes Together to Create a
Logical Framework

Once participants seem more familiar with the concepts, structures, and pro-
cesses that define a school-based CPD system, the next step is to help partici-
pants link these factors together in the form of a system. To achieve this out-
come, pass out Handout 15a: Linking CPD Concepts, Structures, & Process to
Create a Logical Framework. This Handout provides a Flowchart with many of
the boxes left blank. Review the definition of a Flowchart, which participants
have already encountered in previous modules. The boxes to be filled in in the
Flowchart refer to many of the same terms that participants have just discussed.
The task now is to see how these terms are linked together in a formal frame-
work or system. In their groups, ask participants to complete the Flowchart based
on their knowledge of each of the terms presented earlier. Pass out poster paper
to reproduce the Flowchart and some color cards so that participants can move
terms around on the Flowchart easily as they discuss it. Give participants about
40 to 45 minutes for this exercise.

When participants have completed their Flowcharts, ask each group to tape their
Flowcharts on the board so that everyone can review them and see what the dif-
ferences are. Next, the Facilitator should pass out Handout 15b: Continuous
Professional Development Frameworks in a School-based Management Envi-
ronment. This Handout presents a completed Flowchart with each of the con-
cepts, structures, and processes discussed earlier properly organized according to
their function in the CPD System. The Facilitator should review this Handout
with participants and compare it with what participants did in their groups. The
Facilitator should ask participants where the differences are? Did everyone put
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the structures in the right place, regardless of the order in which they were
placed? Were the various processes put in the right place, regardless of their or-
der?

CPD Framework
in a School That Ultimate Goal: Im-
Uses School-based proved Student Learn-
in €
Management 9 €« Common CPD
Processes
Teacher Ca-  CPD Accredi-
O reer Paths tation
Annual Pro-
Continuous Profes- > Teacher Self- fessional
sional Development > Assessments Learning
> Plans
INSET Professional
4 Activities Portfolio
r A
School- —
based Institutional Struc- Teacher Train-
- > tures That Can Sup- €« . .
Mentoring ing Institutes
Systems FRIEAY
| 2 r A (3 |
lieaciol Professional Learning Schookbased
Technical | -—- C e T - CPD Commit-
ommunities
Groups tees

When discussing the Flowcharts, the Facilitator should be sure to stress the fol-
lowing discussion points:

Important Discussion Points

e The ultimate goal of a CPD System is to improve students’ learning.

e Under a School-based Management Approach, schools have the right to deter-
mine the content of the CPD processes mentioned.

e Schools do not necessarily have to use all of the supporting structures men-
tioned in the diagram to organize their CPD systems, but they should at least use
some of them, particularly their Teacher Technical Groups and School-based
CPD Committees.

5. Continuous Professional Development Activities to Consider for Your
School

The Facilitator should begin the next topic in this module by explaining that
there are many specific activities that schools can do when they start to organize
their INSET programs and make Annual Professional Learning Plans. Pass out
Handout 15¢: Continuous Professional Development Activities to Consider for
Your School, which gives some examples of the kinds of CPD activities that
schools can organize in their schools. Go through each activity according to the
explanation that is provided on second page of the Handout allowing participants
to ask questions as you go.

When the Facilitator has finished reviewing the activities, remind participants
that under a School-based Management Approach, schools have the autonomy
and independence to determine which of these activities they would like to pur-
sue, based on their own needs-assessments. In their small groups, the Facilitator
should pass out some poster paper to each group and ask them to draw the table
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below and complete it based on their past experience and perceived needs going
forward. Give participants about 25 to 30 minutes for this activity.

Sample Activities to Pro- Has your Is it feasi- | Would you Pick 5 activi-

mote Continuous Profes- school ever | ble at your | require ties your

sional Development done this school? budget to do | school might
activity? it? actually do.

Yes | No | Yes | No | Yes | No | (¥)

1. Action Research

2. Book Study

3. Exposure Visits

4. Coaching

5. Work with Community

Organizations

6.  Curriculum Mapping

7. Analyze Student Data

8. Hosting a Student Teacher

9. Integrated Curriculum
Planning

10. Keeping a Journal

11. Social Media Networks

12. Online CPD Programs

13. Joining Professional Or-
ganizations

14. Summer Study

15. Technical Group Leader
Projects

When participants have completed their matrices, ask them to tape them to the
board so that they can be reviewed as a large group. The Facilitator should draw
some conclusions about what has been presented by each group such as the fol-
lowing:

Conclusions and Observations

e Conclude how many groups/participants have done any of these CPD activities
before.

e Conclude how may groups think that the majority of these activities are feasible
at their school. If a large number says most activities are ‘not’ feasible, explore
why (e.g., No resources? No one to lead the activities? No expertise to do the
activity? Etc.).

e Conclude how many groups/participants think that these activities need budget
to implement. If many groups say budget is required when it is not (e.g., coach-
ing, keeping a journal, etc.), be sure to challenge them. If only a small budget is
required, do they still say it is not feasible, etc.

e Review the 5 activities each group was asked to select and inquire why they
chose them (e.g., easy to do, no budget required, useful to address a particular
need, etc.).

6. Suggested Steps in Setting Up a School-level Continuous Professional De-
velopment System

The Facilitator should introduce this topic as a key set of concrete steps that
schools may consider to establish a School-based CPD System at their schools.
For this purpose, pass out Handout 16a: Creating a Successful Continuous Pro-
fessional Development System. The Facilitator should emphasize that it is the
hope of this module to give participants some concrete guidance about what they
should when they return to their schools to ensure that there is more structured
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Continued Professional Development for teachers.

Review each suggestion given below and ask participants if they think that they
can do this at their schools. If not? Why not? Who might be able to help? Some
groups may say that they can do the suggested actions why some groups may say
that they cannot. Why is there a difference? Why can some schools follow the
suggestions given and others cannot?

Steps to Be Taken Upon Returning to One’s School

Suggestion 1: | Gather together some useful documentation so that you better under-
stand the policy framework of MoEYS as this concerns CPD sys-
tems.

Suggestion 2: | Meet with Key Teaching Personnel at your school (e.g., Vice Direc-
tors, Technical Group Leaders, etc.) and increase their awareness of
CPD issues. You might consider replicating this module using the
Handouts that have been provided to you.

Suggestion 3: | Set up a School-based CPD Committee at your school, as per the
guidelines in the MoEYS’ Continuous Professional Development
Framework document that includes key leaders among your teach-
ers. Try to ensure that the most dynamic leaders in the school with a
good knowledge of pedagogy are in leadership roles in this commit-
tee.

Suggestion 4: | Carry out a needs assessment to identify the most important capacity
needs at your school through surveys, interviews, and other means.

Suggestion 5: | Encourage teachers to move towards the establishment of a Profes-
sional Learning Community. This is not always an easy thing to do
because a PLC is not a formal committee or structure but rather an
informal network of teachers who help each other and share things
together. But a school can at least start the process by connecting
teachers together in social media groups whose purpose is sharing
and increased communication among teachers. Other sub-groups
may form later. Read the PLC Handbook by MoEYS to get further
guidance about creating a such a community at your school.

Suggestion 6: | Identify some CPD providers in your area who can provide support
with INSET or online courses (e.g., LNGOS, TTIs, etc.).

Suggestion 7: | Ensure that you include budget for CPD support activities in your
School Improvement Plan.

7. Addressing Problems When Setting up School-based CPD Systems

This topic of the module tries to alert participants that setting up a school-based
CPD system will not be easy. Facilitators should return to Handout 16a and re-
view the problems cited on page 2 noting that these are among the most common
problems in making a school-based CPD system work cited by educational re-
searchers. Review each problem with participants one by one.

Common Problems in Setting Up CPD Systems

1.  Low Priority: Teachers just 5. Low Relevance: Teachers really
focus on their private classes do not see CPD activities being
and other routine tasks and put relevant to either their advance-

ment or the real problems at the

school. It is just one additional
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a low priority on professional bureaucratic burden that they
development. have to do without knowing
why.

2. Lack of Leadership: Thereis | 6. Lack of Resources: Even when
no one at the school with high a school tries to make an effort
expertise in CPD to effec- to implement CPD Policy, there
tively coordinate CPD activi- are no resources for workshops,
ties so there is a situation of exposure visits, action research,
the ‘blind leading the blind.’ etc.

3. Low Motivation: Teachers 7. Difficult to Move from Assess-
simply complete CPD tasks in ment to Action: After schools
a mechanical way without put- do an assessment of the situation
ting their hearts into it. There- in their school, there is an inabil-
fore, there is little impact on ity to match the findings with
classroom practice. substantial solutions that can

have impact.

4. Limited Time Availability: 8. Lack of Documentary Mate-

The time allocated to CPD ac- rial: Schools have little access
tivities (e.g., 2 hours per to documentation in the national
week) is too little to really language to help them better un-
have an impact on teachers’ derstand the CPD process. Those
knowledge and skills. documents that exist are very

dense and difficult to read.

After reviewing these common problems, ask participants to work in their groups
to answer the questions provided at the end of the Handout. Pass out poster paper
to each group to be sure that participants record their answers to the following
questions:

Questions for Discussion:

1. How many of the problems cited above do you think are relevant to Cambodia (e.g.,
All of them? Most of them? Some of them? Etc.)?

2. Of the problems cited above, which two or three do you think are the most im-
portant in the Cambodian context and also the most difficult to solve?

3. For the two or three problems that you cited of the highest priority, how would you
go about trying to solve them at your school or in your province? Try to be specific
when describing your solutions.

Give participants about 30 to 35 minutes to formulate their answers. When they
are done, ask each group to tape their responses on the board and present their
views on these problems and how they might go about solving them should they
encounter them at their schools.

8. Assessing the Effectiveness of a School-based CPD System
The final topic in this module concerns assessing the effectiveness of the CPD

system at a school. The Facilitator should return to a central question about the
fundamental purpose of a school-based CPD system:

What is the ultimate goal of a school-based CPD system?

This question goes back to the Flow Charts that participants developed earlier in
the module. Ask this question to participants in order to review a key element of
a school-based CPD system.

Participants should be able to state that the ultimate goal of a CPD system is to
improve the learning of students. Since this is the goal of a CPD system, many
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educators have advocated for the use of tests as a good measure of the effective
of CPD activities. Ask participants whether this makes sense to them or not?
Some participants may not agree. If so, ask them why they do not agree. List out
some of their reasons on the board.

Following this brief discussion, the Facilitator should mention to participants
that not everyone agrees about the use of tests to assess CPD systems. There are
certainly good reasons on both sides for using or not using tests. To explore this
issue more deeply, the Facilitator should pass out Handout 16b: Should We Use
Tests to Judge the Effectiveness of a School-level CPD System? Review this
Handout with participants highlighting some of the following key issues:

Key Points to Stress in the Discussion on Assessing CPD Systems

e Using tests is easy and straight forward, making it an attractive method for as-
sessing student learning.

e Imposing standardized tests, however, conflicts with a School-based Manage-
ment approach because it prevents schools from determining the content of as-
sessment on their own and instead allows central level to usurp this authority
from schools.

e The primary argument against the use of tests as the primary means to assess
CPD systems is that it encourages a practice called ‘teaching to the test,” which
undermines new teaching practices and the teaching of higher order thinking
skills.

Following this explanation and discussion, ask participants to work in their
groups to answer the Discussion Questions provided at the end of the Handout.
Review the questions with participants and allow them about 35 to 40 minutes to
answer the questions in their small groups. Ask participants to record their an-
swers on poster paper and be prepared to present them to the large group with
clear justifications for their opinions.

Discussion Questions

1. Which viewpoint do you agree with above? The Pro-test Viewpoint or the Anti-Test
Viewpoint? Explain why you agree with a specific viewpoint by listing out your
reasons.

2. Have you ever been in a situation where you felt that your school was doing a good
job but the test results said the opposite? If yes, how did you push back against the
test results criticism? What actions did you take? Were you effective in these ef-
forts?

3. Do you think you could track some of the alternative measures of assessment of
teachers’ capacity that are mentioned in the paragraph above (e.g., transition to uni-
versity, etc.)? Pick one or two alternative measures of tracking teachers’ effective-
ness and describe what you would have to do to get this information.

The Facilitator should stress that there is no right or wrong answer about the use
of tests to assess CPD systems. There are only opinions. Whichever viewpoint
one adopts, one should understand the pros and cons of whatever viewpoint par-
ticipants adopt.

9. Optional: Organize a Debate: -If there is enough time during the session, the
Facilitator may organize a debate on the two viewpoints identified above:

Viewpoint 1: Tests are the most useful measures of the effectiveness of a
CPD System
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Viewpoint 2: Tests are not a useful measure of the effectiveness of a
CPD system and indeed may actually undermine CPD systems

Organize 5 to 7 individuals into each group. Members of each group should vol-
unteer for the viewpoint that they want to defend. The remainder of the
class/large group will be the listening panel. Each group should make a short
opening statement followed by a debate with a respectful exchange of view-
points and justifications. Allow about 30 to 40 minutes for the debate. After-
wards, those listening may vote for the group that made the most effective argu-
ments.
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Lesson 3.5 Basic Concepts and Organizing Principles for School Im-
provement Planning

Summary: This module discusses some basic concepts about planning such as the cyclical nature of
planning, planning terms, and how to organize planning workshops effectively (e.g., organizing par-
ticipants into homogeneous groups, ensuring a balance in planning activities, and matching plans with
resources available).

Lesson Time: 3 hours

N @

Facilitator Preparation:

e Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

e Make copies of Handout 17: Defining Common Planning Terms

e Make copies of Handout 18: Some Basic Observations about the Plan-
ning Process

e Make copies of Handout 19: General Principles to Help Organize the
Planning Process

L!!' Resources/Materials:

e Poster paper, marker pens
e Poster sheet summarizing the learning outcomes of the lesson.
e Copies of Handouts 17 to 19

‘ Learning Outcomes:

Participants can use planning terms in a way that is consistent.

2. Participants can describe the cyclical process of planning and in particular
why we have to start and end the process with an assessment of the local
situation.

3. Participants can use certain organizing principles (e.g., how to arrange
stakeholders in a planning workshop) to ensure that planning workshops
are effective in their organization.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the lesson. Explain the outcomes and that this is what the participants
should be able to do at the completion of the lesson.

2. Getting a Common Understanding about Planning Terms

Start the discussion for this topic by asking participants what they think the key el-
ements of a plan are. Make a list of responses on the board or a piece of poster pa-
per.

Possible Elements of a plan cited by participants

e Problem statement /needs/ e Indicators
gaps e  Solutions
e Inputs (includes funds, tech- e  Risks
nical input, etc.) e  Assumptions
e Activities e  Schedule
e Outputs e  Workplan
e Outcomes e Person/s who are responsible
e  Objectives e  Monitoring of progress
e Goal

From this list, the Facilitator should point out that there are a lot of terms that often
mean the same thing. For example, what is the difference between an ‘outcome,’
an ‘objective,’ or a ‘goal’? This exercise should demonstrate that sometimes we
are all saying the same words but we may have different understandings about
what these words mean. To help clarify and standardize some of this terminology,
pass out Handout 17: Defining Some Planning Terms and ask each group to do
the exercise provided. Give about 10 or 15 minutes for groups to do this exercise.

When participants have completed the exercise, they should then try to match
terms with the definitions provided in the second table in order to standardize the
meanings of terms to be used in the present workshop. Do this as a large group, us-
ing the answer guide below to help the Facilitator guide the discussion:

Definition Term(s)

1. Something that we are not satisfied with or that is an obstacle to our goal. Problem, Need

2. The overall positive outcome that we want to see in our plan. Goal, Aim, Outcome,

Objective

3. Specific positive outcomes or conditions in a plan that contribute to a higher- | Outputs, Solutions
order goal.

4. Materials or things that we need to implement the plan. Resources, Inputs

5. Conditions over which we have no control that may affect the implementa- Assumptions, Exter-
tion of the plan. nal Factors

6.  Things that one does to implement the plan and that require resources to do Activities

7. Things we use to measure progress towards our goals. Indicators

Some key points that the Facilitator should try to include in this explanation in-
clude the following:

e There are many kinds of ‘objectives.” The difference between them is that
some may occur at a lower level (be subordinate to a higher objective)
while others may occur at a higher level and are the end result of many sub-
ordinate objectives all contributing to an end result.
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e Objectives often derive problems. That is, they are the solution to a prob-
lem that we identify. That is why planning exercises often start with prob-
lem identification.

e There are many words for ‘indicator’ in Khmer. Try to agree on a single
term and use it consistently.

3. Some Basic Observations about the Planning Process
Begin the current topic with a question:
Why should we make planning documents?

Solicit responses from participants and write them down on the board or a piece of
poster paper. Some possible answers may include the following responses:

To be clear in our own minds what we want to achieve and how.

To have a structure through which to solve problems

To improve educational quality and efficiency

To follow Ministry guidelines

To help achieve the broader goals of the Ministry (e.g., increase educa-
tional quality, reduce dropout, etc.)

e So that we can delegate specific tasks to specific individuals

When reviewing these responses, the Facilitator should point out that probably all
of these responses are correct. But some are likely more important than others such
as ‘solving problems’ and ‘trying to improve quality.” Make a note of which points
seem to be the most important like those points just noted.

To begin a structured discussion about organizing the planning process, pass out
Handout 18: Some Basic Observations about the Planning Process. Review each
point in the handout by asking some thought-provoking questions as follows:

Discussion Questions

e Do all schools usually do an Improvement Plan?

e Do schools really follow their plans or is it something that just winds up in some-
one’s desk? Why do you think this is?

e When you do a plan, do you start with identifying the problems? Why or why not?

e How many of you follow the planning process shown in the diagram in the
handout? What is the starting point in this diagram? What is the end point? Why
do you think the process starts and ends with an assessment process?

School School Completion of
Assessment Improvement School Im-
(Problem Planning provement
Analysis) Workshop Plans
Review &
Approval of
School Planning Process School
Evaluation of Impi‘) (:Vement
Implementation ans

Implementation Grant Dis-

e ee . bursement/
of Activities in .
Allocation of
the Plan
Resources
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e When you make your school plans, how many stakeholders do you usually invite
to participate? Is this enough? Why do you suppose it is important to invite a lot
of stakeholders to your planning process?

e How long do you usually spend on making your annual School Improvement
Plan? Is it more than one day? Two days? Etc.

e Does someone usually approve your plan? Who does the approval? s the approval
process just to help keep them informed or do they really review it and ask you to
make changes?

o  Where do the resources come from to implement your plan? Are these resources
mainly from the government? Are the budget lines in the government budget flex-
ible enough for you to do everything you want to do? What do you do if you can-
not use government funds for something you have in your plan? Where else do
you get resources from?

e Do you usually evaluate your plan at the end of the year? How do you do the eval-
uation? What do you do with the results at the end of the evaluation? Do you share
the results with other stakeholders or just report them to a higher level?

For many of the questions that the Facilitator may ask above, there may be no
fixed answers. But the important thing that the Facilitator hopes to achieve from
the discussion resulting from these questions is to: 1) help the Facilitator better un-
derstand the context and what schools are currently doing and their current under-
standing of planning and 2) provide the Facilitator with an opportunity to make
some key points such as the following ideas, which should be interjected into the
discussion:

e Do not just make a plan to make a plan. Make sure that you actually implement it
and do not keep it in a desk.

e Planning is cyclical in nature.

e Planning should always start and end with an assessment process.

e Try to involve as many stakeholders as you can in planning to get different per-
spectives on what the problems are and how to solve them.

e Try to spend at least 2 days on your planning if not more.

e Always report the results of your planning to other stakeholders, especially the
community.

4. General Principles to Help Organize Your Planning

Introduce the current topic by noting that we should all follow some common rules
in organizing the School Improvement Planning Process. Pass out Handout 19:
General Principles to Help Organize the School Improvement Planning Process.
Simply review the points in this Handout one by one focusing particularly heavily
on the following points:

e Ensure a balance among activities using the Child Friendly School Dimen-
sion structure to classify activities

e Ensure stakeholder groupings are homogeneous;

e Set your expectations and priorities based on the available resources and
the degree of School Autonomy you think you have at your school
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Lesson 3.6 The Starting Point: Leading a School Improvement Plan-
ning Session

Summary: This module shows stakeholders how to use a Logical Framework Approach for plan-
ning, in a way specifically adapted to the school setting. It explains how to do Problem and Objective
Analyses, identifying objectives, activities, resources, and developing a work plan.

Lesson Time: 1.5 days

IZ Facilitator Preparation:

Make copies of Handout 20: Introduction to Logical Framework Approach
Planning

Make copies of Handout 21: Doing a Problem Analysis

Make copies of Handout 22: Doing an Objectives Analysis

Make copies of Handout 23: Guidelines for Writing Activities

Make copies of Handout 24: Resourcing the Plan

Make copies of Handout 25: The Logical Framework Planning Matrix

Make copies of Handout 26: Guidelines for Creating a Work Plan Using a
GANT Chart

|..| Resources/Materials:

Poster paper, marker pens
Poster sheet summarizing the learning outcomes of the lesson.
Copies of Handouts 20 to 26

‘ Learning Outcomes:

1.

Participants can distinguish between different kinds of plans and in particular
school improvement plans that use a Logical Framework Approach (LFA).

Participants can explain what the Logical Framework Approach to Planning is
and some key attributes of such plans (e.g., the various parts of an LFA Plan,
how logic ties the different parts of the plan together, etc.).

Participants can use logic to organize the relationship between problems and
solutions (i.e., objectives) as part of a Problem Tree and Objective Tree analy-
sis.

Participants can use Logical Framework Approach Principles to develop a
school improvement plan that includes a statement of Problems, Objectives,
Activities, Resources, Assumptions, (and Indicators when Lesson 3.7 is also
completed).

Participants can complete an LFA Matrix following the identification of Ob-
jectives, Outputs, Activities, and Resources (as well as Indicators discussed in
Lesson 3.7).

Participants can create a Work Plan for their School Improvement Plan using
a GANT Chart.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the lesson. Explain the outcomes and that this is what the participants
should be able to do at the completion of the lesson.

2. Introduction to the Logical Framework Approach to School Planning

Start this topic by introducing the term Logical Framework Approach or LFA
for short and asking a few questions about participants’ familiarity with this ap-
proach. This will help the Facilitator to know whether this approach is ‘new’ to
participants or something that they may already have learned about in the past.
For the purpose of asking questions, pass out Handout 20: Introduction to Logi-
cal Framework Approach Planning. Ask participants to do a quick survey in
their small groups and to summarize the results for each question using the table
provided in the Handout:

1. Have you ever heard of Logical Framework Approach before?

2. Do you think that Logical Framework Approach is a new approach to plan-
ning?’

3. Does your school use Logical Framework Approach in its planning?

Question Number Yes No

Question 1

Question 2

Question 3

When each group has done the survey among its members, the Facilitator should
try to add up all of the answers into a similar table that he/she draws on the
board. The Facilitator should then summarize the results both for him/herself as
well as for all participants. Ask a few follow-up questions to understand better
why those who may have heard of Log Frame or even studied it do not use in
their planning. Begin a short explanation of the remainder of the Handout by
stressing some of the key aspects of LFA planning and in particular its use of
logic to tie each part of the plan together. Use the diagram below to help you
with your explanation, showing how each component of the logframe is logi-
cally linked with every other component.

Problems = | Objectives = | Activities = | Resources | = | Indicators
Logically Help to logi- Logically Logically Help to logically
help to iden- cally iden- help to sup- support ac- assess olsﬂ'ectives
tify objec- tify activi- port objec- tivities.
tives ties tives d

() €« €« €« €«

5 In fact, Log Frame Planning is not new but has been in use since the 1970s when USAID first started using it in its pro-
gramming. Since then, most every donor organization has adopted Log Frame Planning as a standard planning tool.
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3. Doing a Problem Analysis as the First Step in School Improvement Plan-
ning

Linking Problems & Objectives: Begin the discussion of this topic by asking
participants the following hypothetical question:

Is it possible to have objectives in a school if there are no problems?

In the ensuing discussion, the facilitator should try to stress that if such a school
existed, it would be difficult to formulate objectives since objectives are usually
directed at solving problems. An objective is in fact the opposite of a problem —
it is the conversion of a negative condition into a positive one. Write the following
example on the board to demonstrate this idea:

Example:

Problem — »  Objective

Children have no All Children have textbooks
textbooks.

From this discussion, participants should come to the realization that writing ob-
jectives in a school improvement plan should first be based on a good understand-
ing of what the problems in the school are.

Prioritizing Problems: The facilitator should then ask participants another
question: Are all problems the same in terms of their relationship to one an-
other? Lead a guided discussion which tries to help participants recognize that
some problems may be more important than others; that some problems may be
causal and other problems may be effects; and that some problems can be causes
and effects at the same time.

Making a Problem Tree: The Facilitator next begins explaining that a good
technique for analyzing problems and helping to write objectives is the Problem
Tree. Using the idea of a tree with one trunk (Core Problem), many roots,
(Causes), and many branches (Effects) will help participants analyze problems
(e.g., why are farmers poor?).

Creating a Problem Tree: An Example in a Non-Educational Setting

In order to start a discussion about how to develop a Problem Tree, pass out
Handout 21: Doing a Problem Analysis. This will help facilitate explanations
about problem identification followed by the organization of problems accord-
ing to their logical relationships (i.e., which problems are causes and which are
effects). Use the Handout to review the three steps in doing a Problem Analysis
in a non-educational setting relating to the poverty of farmers. These are the
steps to explain in making a Problem Tree:

Step 1: Find the Core Problem

Step 2: Determine the Causal Problems that lead to the Core Problem
Step 3: Arrange all problems into a Problem Tree according to their relationship
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Effects

Farmers are poor

Rice Harvests are
poor

Inadequate

) Flooding Disease & Insects Poor Land
supplies of water
No system of Farmers lack
irrigation to capital to buy
Causes control water B fertilizer &
supply insecticide

Optional: The facilitator may also demonstrate the development of a Problem
Tree by doing a role play in which volunteers play the role of Commune Chiefs
discussing problems in their district as these relate to poverty among farmers. In
organizing the role play, the Facilitator should ask colleagues or perhaps volun-
teers from the District Office of Education to help play the role of Commune
Chiefs. The role play should be rehearsed the night before among those who
volunteer. Ask those doing the role play to make believe that they are Commune
Chiefs from a district applying for funds for the district to address a Core Prob-
lem: ‘Farmers are poor.’ In doing the role play, instruct those playing the role of
Commune Chiefs to have a vigorous discussion about which problems are
causes and which are effects. Place the problems on cards for the volunteers to
arrange into a problem tree. Participants should observe the process of creating
the Problem Tree through building consensus and re-arranging the problems fre-
quently before finalizing the Problem Tree Diagram.

Review the Problem Tree Diagram in Handout 21 with participants to end this
example.

Creating a Problem Tree: An Example in an Educational Setting

When the Problem Tree example is completed, the Facilitator is now ready to do
an example of creating a Problem Tree in a real education setting in Cambodia.
The Facilitator should pass out cards and marker pens to each of the participants
and ask them to write down the ONE problem that they think is the key or most
important problem in their school (or in the education system in general). Be sure
they write their responses in big letters so that everyone can see them easily. After
a few minutes, collect the cards and tape them to the board. Put like cards together
to minimize the number of problems to consider. Ask the group to consider the
array of problems cited and try to lead a discussion that helps everyone to agree
on one problem, which is the core problem. This must be done with CONSEN-
SUS. Hopefully, participants will converge on a problem that relates to the
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welfare of children such as “children are not learning,” “children are not in

school,” etc.

After having identified a core problem, the Facilitator should place the problem
card selected into the middle of a piece of blank poster paper. Then start to iden-
tify which of the other problems identified are causes and which are effects similar
to the example that was done regarding Poor Farmers. Add any other problems
that participants might think of. Connect the problems with colored chalk (if on
the board) or a marker pen (if on poster paper); this will enable changes to be
made easily in the diagram by erasing old chalk marks.

Monitor and assist participants in this task; be sure to ask whether the placement
of problem cards is LOGICAL. Review the resulting Problem Tree together to
determine how problems relate to one another. Remind participants that this is
what they will need to do when they return to their schools at the conclusion of
the workshop.

4. Doing an Objectives Analysis — Converting a Problem Tree into an Ob-
jective Tree

Converting Problems to Objectives: Now that some Problem Analyses have
been completed, the Facilitator is now ready to show participants how to convert
a Problem Tree into an Objective Tree. The Facilitator should demonstrate how
the problems in the earlier problem tree analysis (Poor Farmers) can be changed
to objectives by changing them from negative to positive statements. The facili-
tator demonstrates by changing some (but not all) of the problems to objectives,
talking as s/he goes to help participants understand. To facilitate this explanation,
pass out the Handout 22: Doing an Objectives Analysis. Ask participants to do
the exercise of converting problems to objectives, completing the task started
above. Use the table provided in the Handout to do this exercise. Do this as a large
group to save time. Review responses together.

PROBLEM > > = OBIJECTIVE
Farmers are poor Farmers are prosperous
Rice harvests are poor Rice harvests are good

Poor land

Flooding

Inadequate supplies of water

Disease and insects

Farmers lack knowledge of good agricultural practices
No irrigation

No capital to buy fertilizer and insecticides

O P INO | B W N

Making an Objective Tree: Once the table above has been completed, the Fa-
cilitator should ask participants to use the conversions that they just did to change
the earlier Problem Tree into an Objective Tree. The following example is pro-
vided in the Handout.
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Farmers are

Rice Harvests are

Disease & Insects
are Controlled

Water Supplies are
Adequate

There is no Flooding Land is Fertile

J

Farmers have
Capital to buy
Fertilizer &
Insecticide

There is a System of
Irrigation to control
water supply

Outputs

The Facilitator should review the diagram above with the participants together,
pointing out how we refer to different objectives depending on where they are
found in the diagram. For example, the most superordinate objective is called a
Long-term Objective. This might be something that we see after 3 to 5 years. The
objective below it is called a Short-term Objective. We might see this objective
realized in one or two years. The row of objectives below the Short-term Objec-
tive are called Outputs. These are the things that we have to achieve in order to
realize the Short-term Objective. It is important that we have this common under-
standing about how to read the Objective Tree and what we call the various ob-
jectives.

When this example has been completed, move next to the Education Example that
was done earlier. The Facilitator should ask participants to select problems from
their Problem Trees and change them into objectives. Be sure that all objectives
are stated as conditions that do NOT begin with verbs. Participants should write
their objectives onto colored cards and paste them over the problem cards. This
will form an Objectives Tree for the Education Example done earlier. Monitor
and assist as necessary.

Review the Objective Tree with participants. Read through the Objective Tree
from the bottom to the top to make sure that the objectives are logical. That is, we
must first achieve the objectives on the bottom in order to achieve those on the
top. Be sure to check the phrasing of objectives so that they are realistic (e.g., No
children dropout versus Dropout is reduced). In addition, be sure to explain the
hierarchy of objectives represented in the diagram including the Long-Term Ob-
jective, Short-Term Objective, and Outputs. Note that we usually take the first
row of objectives under the Short-Term Objective as our Outputs for two reasons.
First, all the objectives below are already subsumed under each objective in the
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first row. Secondly, this helps to limit the number of indicators that we must write
because we only write indicators up to the Output level (to discussed later). Give
opportunity for questions by participants as needed.

5. How to Write Activities in the School Improvement Plan

Linking Activities with Objectives through Logic: The Facilitator begins this
topic by explaining that the next step in making an LFA Plan after the identifica-
tion of objectives is find the activities needed to achieve them. The Facilitator
should point out to that proposed activities in the School Improvement Plan
should have logical links to the problems they are aimed to solve. If the linkages
do not seem to be logical, then the plan needs to be revised. Some examples of
links that are not logical are listed below:

Installing a flagpole will increase enrolment.

Putting curtains on a classroom window will reduce drop-out rates.
Making flower gardens will improve attendance.

Building a fence around the school will ensure that all children have
high test scores.

Schools often put these kinds of activities in their plans without making a case
that these inputs will logically lead to desired Outputs.

The Facilitator should inform participants that we only write activities in our
plan for those objectives that we call outputs. The Facilitator continues that
there are many different kinds of activities, which can be planned to match ob-
jectives. Facilitator then gives a number of examples:

Example 1: If achieving an objective requires raising funds — what kind
of activity could be planned? Possible Answer: A fund raising activity
such as an Income Generation Fair.

Example 2: If the objective is to increase the enrolment of girls in upper
primary grades — what kind of activity could be planned? Possible An-
swer: the activity might be holding a meeting of the parents of the girls
in Grades 7 and 8 to emphasize the importance of keeping them at
school and finding out what the school could do to assist parents and
families in need of support.

Example 3: If there is a problem with the teaching of science in the Re-
source Center and the objective is to improve it — what kind of activity
could be planned? Possible Answer: The activity might be to invite a
teacher from a nearby school known to be a very skillful science teacher
to conduct a demonstration class.

Guidelines for Writing Activities: Following the above discussion, the Facili-
tator should pass out Handout 23: Guidelines for Writing Activities to partici-
pants and review some basic guidelines in writing activities. In particular, the fa-
cilitator should stress words that should not be used in writing activities and
those that are appropriate. Use the table entitled, "Useful Activity Words" to fa-
cilitate this explanation.

Writing Concrete Activities: An Exercise - When the Facilitator has com-
pleted reviewing the Handout, ask participants to complete the exercise at the
bottom of the Handout in small groups. When participants have completed the
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exercise, review the activities of each group to see whether they conform to the
guidelines provided and if they are appropriate to the solution. Make corrections
as needed.

Proposed Output Appropriate Activities

1. Children's learning im- .
proves.

2. Fewer children drop out | e
of school.

3. Schoolis more relevantto | e
children's every day
needs.

4. More children have ac- | o
cess to secondary school

5. Classrooms are less | o
crowded.

6. Science labs have a high .
rate of usage.

7. Teachers have opportuni- | e
ties for Continuous Pro-
fessional Development.

8. Teachers more actively .
use ICT in their instruc-
tion.

6. Resourcing the School Improvement Plan

Kinds of Resources: The Facilitator should begin this topic by asking partici-
pants what kinds of resources may be used to implement a School Improvement
Plan. Review some of the activities that were identified earlier to help partici-
pants think through the process of identifying resources. Make a list of Resource
Kinds on the board. Emphasize that some of these categories may be overlap-
ping. Next, pass out Handout 24: Resourcing the Plan and compare the catego-
ries identified in the table provided and those listed on the board. Reconcile the
lists. After reconciling the lists, draw the table entitled, "Kinds of Resources"
which is shown in the Handout. Draw the table on the board. Do a large group
exercise where participants identify examples of each kind of resource cited in
the table.

Kind of Resources Examples
Material .
Technical .
Human .
Time .
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Financial .

In Kind .

Format for Writing Resources:_For purposes of this planning exercise, the Fa-
cilitator should note that there are two kinds of formats for writing resources in
the plan. These formats include (i) general statement of resource categories and
(i1) a formula statement of resources that leads to a budgetary statement of funds
needed. Review these two formats (as shown in the example below) with partic-
ipants by providing concrete examples from the Handout. Be sure to do several
exercises using specific formula to calculate resources.

Resource Needed Number Hrs/Days/Months Rate Total ($)
of Units
Supervising Teacher for 1 Teacher 20 days $2/day $400.00
Student Clubs
Writing Books for Students 500 -- $0.50/ea $250.00
Etc.

The Provision of Resources for the School Improvement Plan: Following the
exercises above, the Facilitator should explain again that schools should know
ahead of time approximately how much money their schools will have available
while designing the School Improvement Plan. Next, the Facilitator should re-
turn to the Education Example done earlier and try to identify how much in the
way of resources will be required to implement each activity. allow the partici-
pants time to determine the required resources for each of the activities that they
identified earlier. Ask participants to work in their groups in order to write in the
required resources for each activity that they have identified. Ask them to write
their activities onto the colored cards. Monitor and assist as necessary.

7. Using an LFA Planning Matrix to Organize Your Plan

Now that participants have gained some experience in formulating objectives,

activities, indicators, and resources, it is time for them to start compiling them

into the form of a matrix. Present an example of a_blank matrix, which has been

previously drawn on several sheets of poster paper taped together. Tape the ma-

trix to the wall and start filling in the names of the different sections as follows:
1. Long-term Objective

2. Short-term Objective
3. Outputs

4. Activities

5. Resources

6.

Indicators (to be covered in Lesson 3.7)
7. External Factors

The Facilitator should make explanations about how elements are paired to-
gether (e.g., indicators with objectives/outputs, activities with resources, etc.).
Give participants opportunities to ask questions during this time.

Next, the Facilitator should discuss how fill in the matrix. Pass out Handout 25:
The LFA Matrix as a reference document for all participants to add to their
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course materials. This Handout will help participants understand how to fill in
the matrix. Following this explanation, ask several participants to transfer all
cards with objectives, outputs, activities, etc. onto the matrix. Suggest to partici-
pants that it is a good idea to keep this large matrix in the core school office in a
place where it can be prominently displayed. This will be a constant reminder to
everyone that this is the cluster plan. Everyone in the cluster should make sure
that the plan does not end up in someone’s desk where it is totally forgotten.

8. Using a GANT Chart to Make a Work Plan for Your School Improve-
ment Plan

What Is a GANT Chart? : As a final step in making a School Improvement Plan,
the Facilitator should advise participants that they will need to devise an imple-
mentation schedule for all of the activities that they have identified in the LFA
Planning Matrix. The Facilitator should further explain that Implementation
Schedules can help planners to know when activities should be done and who
should be responsible. When such schedules are posted in a public place, they
help ensure that everyone knows when something is to happen and who should
do it. That is, it makes particular people accountable for carrying out specific ac-
tivities. Pass out Handout 26: GANT Chart Worksheet to participants. Inform
participants that a schedule in this format is known as a GANT chart. Check to
see how many participants have ever used a GANT Chart before to help tailor an
explanation of how to fill it in. Next, the Facilitator should put a copy of the
GANT chart shown in the Handout drawn on poster paper on the blackboard for
participants to see. Briefly explain where to write the names of activities, those
responsible, and how a time period is indicated.

Making an Actual Implementation Schedule: Following the above explana-
tion, the Facilitator should ask participants to develop an actual implementation
schedule using a GANT chart format on poster paper. Participants should use the
Education Example done earlier as the source of the activities (or an actual LFA
Planning Matrix if this exercise has been done for real at a school). Use the Chart
drawn by the Facilitator to transfer activities from the LFA Matrix into the GANT
Chart according to when each activity should occur. Do this as a large group.
When writing activities, it will be important to put the reference number of the
activity (1.1, 1.2, etc.) to help to reference each activity to the relevant output
listed in the planning matrix.
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Lesson 3.7 Identifying and Applying Your Indicators for Assessment

Summary: This module discusses how schools will assess their performance once they have devel-
oped a School Improvement Plan. This involves helping schools to set good performance indicators to
track improvement while also ensuring that school-level indicators reflect national standards. Assess-
ment of performance indicators is a key way to ensure that schools are held ‘accountable’ for the free-
doms that they receive under a school-based management regime.

Lesson Time: 3.5 Hours

IZ Facilitator Preparation:

e Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

e Make copies of Handout 27a: Coordinating School-based Indicators with
National Standards of Performance

e Make copies of Handout 27b: Guidelines for Setting the Planning Indica-
tors

|..| Resources/Materials:

e Poster paper, marker pens
e Poster sheet summarizing the learning outcomes of the lesson.

e Copies of Handouts 27a and b

‘ Learning Outcomes:

1.

Participants can explain why it is important to use Indicators in one’s school
planning and particularly the relationship between Indicators and School-
based Management Principles such as Accountability.

Participants can match indicators that they develop with National Level Per-
formance Standards or Indicators to show compliance with a national devel-
opment framework.

Participants can explain the difference between ‘relative’ and ‘absolute’
standards of performance when writing their indicators.

Participants can explain when to use ‘proxy’ indicators.

Participants can develop indicators for their School Improvement Plans that
follow specific formula indicating (i) what we expect to happen, (ii) how
much or to what degree will this will happen for specific beneficiaries, (iii)
for whom it will happen, and (iv) by when it will happen.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the lesson. Explain the outcomes and that this is what the participants
should be able to do at the completion of the lesson.

2. Why We Use Indicators:

The Facilitator should start this topic by asking participants how they will know
their planning objectives have been achieved or whether they have been effec-
tive. For the various responses generated by this question (e.g., students have
better understanding, teachers teach better, etc.), the Facilitator should continu-
ally stress how the participants will know this information. The Facilitator
should interject into the discussion the role of what are called Indicators in plan-
ning. Indicators are monitoring tools that tell us exactly when an objective has
been achieved or not. Thus, they are like Standards that help us assess if the plan
is a success or failure.

Next, the Facilitator should ask participants to reflect on some of the principles
of School-based Management discussed earlier. Without mentioning any specific
principles, ask participants the following question:

Which School-based Management Principle that we learned earlier seems most
relevant to the use of Indicators?

Hopefully, participants will arrive at the idea that using performance indicators
is most relevant to the idea of ensuring that schools are ‘Accountable’ for their
performance. The Facilitator should stress that if schools set their ‘own’ stand-
ards (i.e., indicators), it is more likely that local stakeholders will be committed
to achieving these standards than if they are imposed from above. This idea re-
lates to the SBM Principle of ‘Local Decision-making.’

After making these important points, the Facilitator should distribute Handout
27a: Defining School-based Standards and Coordinating Them with National
Standards of Performance and review the points made above, which are also
covered in the first part of this Handout.

3. Coordinating School-based Indicators with National Standards:

Moving onto the remaining sections of Handout 27a, the Facilitator should next
note that under a School-based Management Approach to planning, it is sug-
gested that schools develop their own indicators (as mentioned above). However,
if one’s school is working under a specific or even a national project, schools
may also be required to choose indicators that are part of a project-wide or na-
tionwide framework. Such requirements are another example of what was called
the SBM Paradox, mentioned in Handout 4 earlier. This refers to pursuing
SBM principles that promote decentralization while also having to accommodate
centralized frameworks. Briefly review this concept again with participants.

The Facilitator should stress to participants that they are advised to seek a ‘bal-
ance’ between the SBM imperative to support ‘local decision-making’ while also
maintaining some compliance with a national or project-based standard.
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Therefore, the Facilitator should advise participants that they may have to indi-
cate which school-based indicators match national or project-wide standard indi-
cators. A list of National Standards or Indicators is provided in Handout 27a.
 d ® | Review this section of the Handout with all participants and ask small groups to
try to match some of the sample indicators provided with national standards
listed in the Exercise provided below.

School-based Indicator(s) Relevant National Standard(s) Relevant School
(Examples) Operating Area®
1. The SMC meets regularly at ~ Number of School Management Com-  School Administra-
least once a month over a mittee meetings conducted as tion, Monitoring,
10-month period. guided. (Indicator 3.2) & Community Re-
lations
2. The number of students in School Administra-
all grades dropping out of tion, Monitoring,
school expressed as a per- & Community Re-
centage declines from the (Indicator 1.1) lations
previous year every year.
3. Atleast 90% of classrooms Instructional Man-
report having 40 students agement
or less each year. (Indicator 8.1)
4. Atleast 25% of students in Instructional Man-
the school have access to agement

Life Skills courses each year.  (No National Indicators)

@ After giving groups about 10 or 15 minutes for this exercise, review as a large
group.

The Facilitator should note that in some cases, the National Indicators may not
be exactly the same and in some cases, a school may have some indicators that
are not part of a national standard (e.g., number of students counseled, number of
students studying life skills, creating subject clubs, etc.). Under a School-based
Management framework, these deviations are fine because central level is seek-
ing to empower schools and promote local decision-making.

¢

4. Characteristics of Indicators

Next, the Facilitator should pass out Handout 27b: Guidelines for Setting Indi-
cators to help facilitate an explanation of indicators. Based on this Handout, the
Facilitator should be sure to stress that indicators use standards that can be either
Relative or Absolute and that the standards that we set should be Realistic. The
Facilitator should review the examples provided in the Handout. In addition,
some things are difficult to measure and we sometimes have to use what are
called Proxy Indicators. Give an opportunity to participants to ask questions
following this explanation.

¢ &

5. Component Parts of an Indicator/Writing Indicators

& The Facilitator should next take an example of an objective such as, “students

have better understanding of their lessons” and ask participants some of the ways
in which they might know that this objective has been achieved. List responses
on the blackboard. Responses might include some of the following things:

6 See Handout 5a.
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Reviewing student tests

interviewing students

Project work

Reviewing the Promotion/Repetition Rate
Etc.

The Facilitator should next comment that the information generated by these
monitoring activities must specify certain conditions. When these conditions are
clearly spelled out, we have created an indicator. Indicators must usually specify
the following conditions:

Important Indicator Conditions
What should happen (e.g., students score at least 5 on a 10-point test)
How much or to What Degree it should happen (e.g., 60% of students)
For whom (e.g., students in all grades)
By when (e.g., by the end of the school year)

b=

The Facilitator should then lead participants through the exercise of compiling
all of the examples of indicator conditions given above in parentheses into one
single indicator:

60% of students in all grades can score at least 50% on a final test by the
end of the school year. Next, ask participants to complete the exercise in the
handout in small groups. When they are finished, review their responses as a

large group.

After doing this example together, ask participants to do the exercises given at
the end of Handout 27b. In this case, the components of indicators are provided.
Participants must put each indicator component in the correct cell and then com-
bine all cells into one, unified indicator. Give participants about 15 to 20 minutes
to do this exercise. Then review the answer together as a large group. The fol-
lowing guidance is provided for the Facilitator in the table below:

Objective What should How much or to To whom the When the change

happen? What degree it change should should occur
should happen occur

1. Overcrowding in PTRis 45:1 or In all classrooms For all teachers Through to the end

classrooms is re- less of the year

duced.

Write your full indi- | Indicator 1: Pupil Teacher Ratio is 45:1 or less in all classrooms for all teachers

cator here: through to the end of the year.

2. Poor children stay | Stay enrolled At least 95% Children identi- Each year

in school. fied as poor

Write your full indi- Indicator 2: At least 95% of children identified as poor stay enrolled each year.

cator here:

Indicator 1 components Indicator 2 components

e  Through to the end of the year e  Atleast 95%

e Inall classrooms e  Of children identified as poor

e Pupil-Teacher Ratio is 45:1 or less e  Stay enrolled in school

e  For all teachers e  Eachyear
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6. Putting Indicators into the Local School Plan

Finally, the Facilitator should stress that indicators should be written for the
Long-Term Objective, the Short-Term Objective, and all Outputs. It is not neces-
sary to write indicators for Activities. Sometimes, however, it may be necessary
to write more than one indicator per objective. Following the above explana-
tions, give participants about 45 minutes to start writing actual indicators for the
plans that they started earlier under the Education Example. Monitor their work
and assist as needed. If they cannot finish during the workshop, they may need to
continue at the cluster on their own.
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Lesson 3.8 Using Activity Menus (Optional)

Summary: This module discusses the use of Activity Menus in the planning process. Activity Menus
try to avoid a prescriptive development approach (i.e., an approach in which we tell the stakeholders
what to do without consulting them) but recognize the constraints of implementation in stakeholder
driven projects in the Cambodian context. This speaks to the lack of experience and exposure of
schools and communities to new ways of doing things. The use of menus helps to promote school au-
tonomy and provides opportunities for empowerment within a structure that recognizes local con-

straints.

Lesson Time: 3.5 Hours

IZ Facilitator Preparation:

Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

Make copies of Handout 28a: What Is an Activity Menu?

Make copies of Handout 28b: The Relationship between School-based
Management and Activity Menus

Make copies of Handout 29: The Structure of an Activity Menu

Make copies of Handout 30: Using an Activity Menu to Identify Activi-
ties and Resources for a School Improvement Plan

Make copies of A Sample Activity Menu (found in Annex 1)
Make copies of Activity Menu Notional Unit Costs (found in Annex 2)

L._!] Resources/Materials:

Poster paper, marker pens
Poster sheet summarizing the learning outcomes of the lesson.

Copies of Handouts 28 to 30 as well as Annexes 1 and 2

‘ Learning Outcomes:

1.

Participants can explain key concepts that animate an Activity Menu (e.g.,
Freedom in Structure, Empowerment, Ownership, Local Decision-Mak-
ing, etc.).

Participants can explain the relationship between School-based Manage-
ment and Activity Menus and how the latter promotes the former.

Participants can explain the purpose of using an Activity Menu for the
school improvement planning process.

Participants can demonstrate that they know how read an Activity Menu
through concrete exercises, question and answer, and other activities.

Participants can actually use an Activity Menu to expand the diversity of
activities in their School Improvement Plan.

Participants can actually use an Activity Menu to help them calculate the
resources needed to implement their Activity Plan.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
comes for the lesson. Explain the outcomes and that this is what the participants
should be able to do at the completion of the lesson.

2. What Is an Activity Menu ?

The Facilitator should start this topic by asking how many people have ever used
a Food Menu in a restaurant (most likely the answer is ‘everyone’). Ask some
basic questions about the use of a Food Menu such as the following:

How would you feel if there was only one kind of food in a restaurant?
How would you feel if someone decided what you would eat each time you went to a res-
taurant?

The Facilitator should lead a guided discussion that emphasizes the following
discussion points:

e The purpose of a Menu is to provide choice.

e Providing choice ensures that we are happy with our own decisions about some-
thing. As in the example of a restaurant, we are much happier when we can or-
der our own food.

e Ifsomeone else makes our choices for us, we probably have little invested in
making sure that the decision made works out well. For example, perhaps the
food that we receive in a restaurant remains uneaten and has to be thrown away.

Next, the Facilitator should introduce the concept of an ‘Activity Menu.” Pass
out Handout 28a: What is an Activity Menu? to better facilitate the explanation
below. Explain that Activity Menus work in the same way. By allowing stake-
holders to choose the activities that they feel are most relevant to their own situa-
tion, we ensure that they will be more satisfied with the chosen activities. Thus,
it is our hope that using an Activity Menu for the school improvement planning
process will create a locally relevant activity set, which is contained within a
fixed program framework, which is also aligned with the Child Friendly School
Policy of the MoEYS. Review Handout 28a by making some key points:

e By giving ‘choice’ in the identification of activities, Activity Menus help to
‘empower’ stakeholders

e  When stakeholders feel empowered, they have more ‘ownership’ over their
plans, which in turn makes them more ‘sustainable.’

e  Try writing the diagram below on the board when making this explanation:

Empowering = Makes Us Feel Ownership = Makes Us Want to Sustain A Plan

e Activity Menus help to address the challenge that many stakeholders lack expo-
sure to new ways of solving educational problems by giving ‘freedom of choice’
in choosing activities within a fixed structure. We call this concept, ‘freedom in
structure.’

Exercise: After reviewing the above explanation of the Handout, ask participants
to do the exercise in Handout 28a in their small groups. In this exercise, partici-
pants must take the terms provided in the table at the bottom of the page and
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place them in the diagram provided to see if participants understand the relation-
ship of concepts discussed earlier to one another. Give groups about 10 to 15
minutes to complete this exercise.

When groups have completed their diagrams, pass out Handout 28b: The Rela-
tionship between SBM and Activity Menus. Ask participants to compare the com-
pleted diagram below with what they did in their groups. Are the diagrams that
groups did the same as the diagram shown in Handout 28b? Ask participants
what is the same? What is different? Why are they different? Use this discussion
as a basis to review the relationship between concepts discussed earlier until
there seems to be clarity on the relationship between School-based Management
and Activity Menus.

The Relationship be-
tween School-based Sustained
Management and Ac- Ownership — = Development
tivity Menus
School-based
Managment
Local-
. Empower
Decision
Making "ment

L 11

o -
-

3. The Structure of an Activity Menu

Once the participants seem to have a clear understanding of some basic concepts
underlying the use of Activity Menus and how such devices support School-
based Management, the Facilitator can next introduce participants to an actual
example of an Activity Menu and its structure. For this purpose, the Facilitator
can pass out Handout 29: The Structure of an Activity Menu. In addition, the Fa-
cilitator should also distribute an actual exemplar of an Activity Menu that is
provided in Annex 1 of this manual. The Facilitator can start the explanation of
the structure of an Activity Menu by pointing out that the Activity Menu
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provided as an example is organized into 6 columns. The columns indicate the
following information:

e Column 1 shows the relevant Child Friendly School Dimension
e Column 2 shows the Reference Number of the activity

e Column 3 shows the specific problem that the activity is designed to address. This
information is useful for planners to match the problems generated by their Problem
Analysis with problems mentioned in the Menu.

e Column 4 provides a brief description of the activity. Your school may request ad-
ditional information or documentation from a project or the District Office of Edu-
cation to better understand how to implement the activity if necessary.

e Column 5 shows the nominal resources that may be needed to implement the activ-
ity.

e  Column 6 shows an illustration that helps stakeholders get some general idea about
what the activity looks like.

While giving this explanation, the Facilitator should take some time to use the
Menu Tour diagram shown below to give some concrete examples of the expla-
nation provided above. The Menu Tour presents activities in Dimension 3:
Health & Nutrition.

Menu Tour

Example is from Activity Menu for Dimension: Health & Nutrition)

Problem Activity Description:
Domain: Tells you briefly what the activity is
Tells you the about. Key verbs are in italics to
problem that show what actions need to be taken
the activity will to implement
= help to solve.
CFS No Problem Activity Illustration
Di — Domain Description Resources
23
First Aid Kits: Schools providsa
Schools aranot first aid kits to childrento meat ! :
- rasponsivato chil- | spacial health problams that occur e I};:?:::l i
k dren’s health neads | atschool.
-
2 pz}
School Breakfast Programs: With o Cookinema-
a WFP approval, local community torials
ﬁ Children ars hunery | committaas prepars and administe o Cooks
= and malnourishad breakfast to all children at rural o RicaFish
.= schools. from WEP
]
N
§ = SchoolLatrines and Clean Wa-
Seia OLS.ME not . ter: Schools buildwells andtoilats o Lshor cos'ts
rasponsiva to chil- ; . . 0 Construction
dren’s heakth nasds | ©© reinforce hyeienic habits. matarials
ﬁ Activity Refer- ﬁ
ence Number:
Dimension HeIps_y _O"f ind the Notional Hlustration:
Column: actvity m the Resources: Gives you a quick
Tells you the e easyly whgn Gives you an idea idea through visu-
dimension LIS discussing of what needs to al means of what
area of the with another col- be budgeted for the activity is all
activity, as per league about
the MoEXYS
CFS policy
framework

After doing the Menu Tour above, the Facilitator may next want to use the Menu
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exemplar from Annex 1 of the manual to better show the organization of a Menu
across all Child Friendly School dimensions. Be sure to note that the activities
and problems shown in the Activity Menu are organized by dimension and that
the dimensions are color-coded to make using the document as user-friendly as
possible. In addition, the Facilitator should also distribute Annex 2: Activity
Menu Notional Unit Costs. The matrix provided in this Annex is intended to help
schools calculate how much it would cost to actually implement an activity that
they chose from the Activity Menu.

4. Using an Activity Menu to Identify Activities & Resources for a School
Improvement Plan

Following the above explanations, the Facilitator should pass out Handout 30:
Using an Activity Menu to Identify Activities and Resources for a School Im-
provement Plan and then ask participants to begin to do the Group Exercises at
the end of the Handout. The following guidance is provided to the Facilitator to
provide some structure to the discussions and activities suggested:

Group Exercise 1: Participants work in their groups to answer the questions be-
low. Provide about 30 minutes for participants to work in their groups on these
questions:

1. Using an example of an Activity Menu provided by the Facilitator, try to find as
many activities that you can that are designed to address problems relating to
‘school dropout.” How many activities were you able to find? Do these activities
give you any idea of additional activities that you could think of on your own?

Discussion Notes: There are 4 activities relating to dropout and poor attend-
ance. These include Activity #3, #4, #5, and #29. Note that three of these prob-
lems are in Dimension 1 (Inclusive Education & Gender) as one would expect
but one is in Dimension 3 (Health, Nutrition, & Safety). Try to brainstorm some
new ideas for addressing ‘student dropout’ besides scholarships, child-to-child
outreach, counseling, and toilets, as suggested in the menu. Do these activities
give any additional ideas to participants about what they might they do to re-
duce dropout? Are there any variations of these activities that participants would
like to suggest? The Activity Menu is flexible and schools may also change ac-
tivities in specific ways to meet their local context. Such local freedom to make
decisions like this is an important principle of School-based Management.

2. For the activities that you found, look at the required resources. How much do
you think it would cost your school(s) to implement each of these activities?

Discussion Notes: Guide participants in each group to choose one or two activi-
ties from the Activity Menu and then use the unit costs provided in Annex 2 to
calculate the cost. The Facilitator should explain that calculating the costs would
depend on such things as the approximate number of students that they intend to
help at their school, how many teachers or community members may be in-
volved in implementing an activity, do they have to be paid and how much, esti-
mating how many supplies that they would need to buy, etc. In some cases, ac-
tivities may just have a ‘global’ unit cost meaning that very small items do not
need to be itemized. Do the global unit costs seem too low or too high? Ask par-
ticipants to show how they calculated the costs for an activity that they chose
from the Activity Menu using the Unit Cost Matrix.

3. Do you have any preference for the activities that you found in the Activity
Menu that relate to addressing dropout problems? That is, which one would be
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best for your school. Explain ‘why.

Discussion Notes: For this question, the Facilitator just wants to help partici-
pants to see that while one activity may work in one school, it may not be ap-
propriate for another. For example, perhaps one group decides to choose ‘schol-
arships’ to address the problem of student dropout because they already have
special funds from a project or the government whereas another group finds that
their school(s) do not have access to such resources; therefore, they have to
choose another activity that is more in line with the resources that they have.
The ability of an Activity Menu to accommodate these kinds of differences
through choice is one of its greatest strengths and very much promotes a
School-based Management approach to planning. The Facilitator should make
sure that these points come out during any discussion with participants.

Once Group Exercise 1 has been completed, move on to Group Exercise 2.
Give groups 30 to 45 minutes to complete this activity.

Group Exercise 2: Review the problems that you identified for your School Im-
provement Plan using the Logical Framework Approach. Try to match some of
the problems that you identified with some of the problems listed in the Activity
Menu. Do you see any interesting new activities in the Menu that you did not
think of before? Would you like to add these into your plan? Do so if your group
agrees to make the changes and report your changes back to the whole group.

Discussion Notes: This question assumes that participants have already com-
pleted a preliminary Problem Analysis for their School Improvement Plan, at
least as a preliminary problem identification exercise earlier in the workshop.
The Facilitator should guide participants to refer back to their Problem Trees
and make a list of key problems that they identified. They can perhaps organize
a chart like the one below on a sheet of poster paper:

Problems from My Similar Problems in the Activities Appropriate
Problem Tree Activity Menu for My Plan

Participants can identify the problems in their Problem Trees that are similar to
other problems in the Activity Menu along with the appropriate activities with
which they are associated. Ask each group to show their analyses. Then, ask
groups if they would like to add these new activities that they have identified
into their plans. Let them do

Once Group Exercise 2 has been completed, move on to Group Exercise 3.
Give groups 30 to 45 minutes to complete this activity.

Group Exercise 3: Review any new activities that you decided to put into your
School Improvement Plan. Use the Activity Menu Notional Unit Costs Matrix
that is attached to the Sample Activity Menu to try to determine how much it
would cost and what other resources you might need to implement any new
plans. Was this matrix helpful for making a budget for some of the new activities
in your plan? Why or why not?

Discussion Notes: This question assumes that some groups or participants have
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decided to add some new activities to their plans. Ask participants to do an exer-
cise similar to what was done in Group Exercise 1 whereby they calculated the
cost of one or more activities to address student dropout. Do the same thing for
any new activities that participants may have identified that they want to add to
their draft School Improvement Plans that they did earlier in the workshop.
When participants are done, ask them to indicate which new activities they
added and how much they will cost to implement.

If the Activity Menu was not useful for some groups to identify new activities,
ask those individuals or groups to explain why it was not useful. Are the activi-
ties too expensive? Are the activities not relevant? Didn’t the activities give
some new ideas about alternative activities. For those who indicated that the Ac-
tivity Menu was not useful, make sure that they know how to read the Menu
correctly, as this may be part of the problem why they did not find it useful.
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Lesson 3.9 Concepts in Managing Change

Summary: This module discusses the concept of “managing change.” The module starts with a defi-
nition of ‘change management’ and then leads into a discussion of how concepts of change management
are linked with School-based Management. Since SBM seeks to promote change through increased
school autonomy, it will generate dynamic changes in the school that will need to be managed. The
module also discusses some of the pre-requisites for effective change management, particularly as this
concerns the characteristics of school managers and their philosophy of leadership (e.g., are they open
to taking risks, are they willing to learn new things, can they think out of the box, etc.). Finally, the
module discusses why change management often fails and provides a framework for anticipating and
preventing such failure.

Lesson Time: 6 Hours

IZ Facilitator Preparation:

e Write up the Learning Outcomes of the lesson on a sheet of poster paper
to introduce the lesson.

e Make copies of Handout 31: Defining Change Management.

e Make copies of Handout 32: How does Change Management Relate to
SBM?

e Make copies of Handout 33a: Self-Reflection on Leadership Style.

e Make copies of Handout 33b: The Role of Leadership, Innovation, &
Motivation in Promoting School-based Management

e Make copies of Handout 34: Why Change Fails
e Make copies of Handout 35: Model for Successful Change
e Make copies of Handout 36: Preparing for Change at Your School

L._!| Resources/Materials:

e Poster paper, marker pens
e Poster sheet summarizing the learning outcomes of the lesson.
e Copies of Handouts 31-36.

‘ Learning Outcomes:

1. Participants can define “change management” in their own words.
Participants can explain how “change management” relates to SBM.

3. Participants can self-assess their styles of leadership, their ability to pro-
mote innovation, and their motivation using assessment rubrics provided.

4. Participants can determine why ‘change’ sometimes fails using case stud-
ies (scenarios) provided in the lesson.

5. Participants can articulate the key stages of managing and leading change,
and explain why each of these is key in the change management process.

6. Participants can explain the importance of creating conditions for change,
and describe strategies to facilitate these conditions.
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Training Session Plan

1. Outcomes of the Lesson

Place a sheet of poster paper up on the board that summarizes the learning out-
<~ | comes for the lesson. Explain the outcomes and that this is what the participants
W 4 .

should be able to do at the completion of the lesson.

2. What is “Change Management”?

The Facilitator should begin this session by explaining that Change Management

in an education setting can be defined as: Applying a set of tools, processes, skills,

and principles for managing the people side of change to achieve the required out-
7

comes.

¢

Continue to explain that Change Management is the processes, strategies, and ac-
tivities that support, enable, motivate, and sustain people in the transition from the
current situation to the desired future state. The purpose of moving from “here”
(current state) to “there” (desired future state) is to achieve the goal/vision set out
by the [school / MoEYS]. The process of moving from “here” to “there” is called
“transition.” To help participants follow this explanation, pass out Handout 31:
W Defining Change Management and review the diagrams provided.

o NN

Current Transition Future
State (Change) State

¢

Change Management

Change management must pay attention to the people who are initiating, imple-
menting, and eventually receiving the change, and it must pay attention to organ-
izational issues such as structure and processes. Change is difficult. So, we must
be clear on the following questions:

¢

1. WHY we want change (what is the goal or purpose or vision we want to see?);

2. WHAT we want changed (do we need to change organizational processes; do
we need to change individual knowledge, attitudes, practices?);

3. HOW we will make that change (by what means or process or activities will we
be able to accomplish tasks that help us reach our goal; and in what sequence do
we need to do various activities?);

4. WHO will be involved in initiating, designing, accomplishing, evaluating the
results of the change?

7 Adapted from Prosci organisation, available at https://www.prosci.com/
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As an exercise, ask participants to complete the table provided at the bottom of
Handout 31. Give participants in their groups about 20 minutes to complete the
table provided.

In reviewing group answers that the Facilitator should note that it is highly un-
likely that any strategic plan will be implemented with 100% fidelity and then
enjoy a period of status quo once the plan’s goals have been achieved. Ongoing
iterative change—change that is responsive to the immediate situation, meaning-
ful and sustainable—is required. An education system, as well as an individual
school and its managers and staff, must understand that change is constant and
therefore, they should have a way to understand and respond to changes in the
environment. For education, one of the biggest obstacles to transforming the cur-
rent model of education is the type of management that underpins it—a model of
“command and control”. In the “command and control model”, authority and au-
tonomy are consolidated at the top with limited decision-making ability at the
point of delivery, which for schools, is the interaction between school and com-
munity and between teachers and students.

3. How does Change Management Relate to SBM? 8

The Facilitator can begin this topic by passing out Handout 32: How Does Change
Management Relate to SBM? Using this Handout, the Facilitator can explain that
in every country, there are many ideas about how to improve, reform, or transform
public education systems. Almost always, the goal of education reform is to move
away from static conditions of teaching and learning towards more dynamic con-
ditions where schools and communities are more open to both change and innova-
tion. School-Based Management is one such strategy to foster educational change,
because it argues that by giving schools more autonomy, stakeholders will be em-
powered to create change in their schools. However, this strategy is based on the
assumption that schools have strong leadership and want to innovate. Another way
of saying this is that MoEY'S assumes that schools want to change and move away
from the ‘status quo.’ But too often, the attitudinal and behavioral predisposition
towards change that is required by stakeholders in the education system — i.e.,
authorities, directors, teachers, administrators — is not in place to adequately
support SBM implementation. The role that School-based Management can play
in fostering dynamic change in schools is laid out in Handout 32. The Facilitator
may use this diagram as an explanatory tool to help participants understand what
was just explained above.

Status Quo Static Teaching Introduction of Dynamic
L > ) School-based Change
Thinking & Learning
Management
N2 2 \% 2 \”
Central Level Assumption:
Takes Action to Attitudes and Leader- Quality
Promote School ship Skills Are in Education
Autonomy Place to Support SBM

8 This section is adapted from an organisation called Education Re-imagined (see https://education-reimag-
ined.org/change-management/)
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The facilitator should pause here and ask the following question:

Do most schools just want to maintain the Status Quo
or are they predisposed to support change?

The Facilitator should lead a short discussion about this question by focusing on
some of the following key discussion points?

Key Discussion Points

e There may be a lot of vested interests in a school or community that may not
welcome change. For example, changes to the curriculum may mean a lot of ex-
tra work for teachers to rewrite lesson plans and become familiar with different
textbooks to which they are not accustomed

e Increasing the role of technology may not be welcomed by older teachers.

e Many school managers may not have the leadership skills to persuade people to
invest in changes.

e We do not really know yet what percentage of schools there are where we can
assume they have the attitudinal predisposition to welcome and manage change.

The Facilitator should next explain that if an education system transformation
plan, or a school improvement plan, stands a chance of succeeding, it is imperative
that adult mental and behavioral shifts are discussed, understood, and nurtured—
all in service of the transformational vision laid out in our plans. As described in
the global literature, attitudinal shifts that are required to help a school move to-
ward providing a quality 21* century education include the following.

>

From To \
Avoid Risk | Embrace risk
Exert Control | Distribute autonomy

Collaborative to gain ideas from differ-
ent sources

Static Knowledge | Learning New Things

Have All the Answers | Ask questions
Stay within department lines | Work across departments

Value and prioritize only what we can as- | Prioritize what we value and figure out

sess (e.g., testing) | a way to assess it
Push back when/where it is necessary,
in service of the vision

Top down

“Don’t rock the boat.”

[The Facilitator can write up this diagram on the white-board while discussing
the contents and soliciting responses from participants.]

4. Self-Reflection on Attitudes toward Leadership, Innovation, & Motiva-
tion

Give one copy of Handout 33a: Self-reflection on Leadership Style to each par-
ticipant. Once again, the Facilitator should come back to the key assumption un-
derlying the implementation of School-based Management: School-level stake-
holders, especially school leaders, have the attitudinal pre-requisites and leader-
ship style to promote and manage change.

In order to test this assumption, the Facilitator should ask participants to do the
individualized exercise provided in Handout 33a. Each participant should read
each statement and indicate whether for them the statement is Not true at all,
Somewhat true, Very true, etc. Give participants about 15 minutes to complete
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this exercise not in a group but as individuals. When participants have completed
the survey, they should tabulate their scores as explained at the bottom of the
Handout. Scores over 25 indicate a moderate to strong proclivity to accommodate
change. Once all participants have calculated their final score, then the Facilitator
should use the diagram on the handout to prompt conversation among participants
about the kinds of mental and attitudinal and behavioral characteristics are neces-
sary to effectively implement SBM. These attitudes include the following:

Necessary Attitudes to Effectively Implement SBM and Manage Change

e  Openness to taking risks.

e Willingness to learn new things, regardless of the source (e.g., subordinates).

o Thinking beyond conventional means of assessment like tests (e.g., projects, re-
lationships between students and teachers, civic behaviors of students, etc.).

e Willingness to delegate power to others.

e Supporting change even if it makes others uncomfortable or upset.

To continue the discussion about attitudinal pre-requisites and leadership styles
for effective SBM implementation, pass out Handout 33b: The Role of Leader-
ship, Innovation, and Motivation in Promoting School-based Management. Re-
view the definitions of good Leadership & Management, Innovation, and Moti-
vation. Explain that these are characteristics that school leadership should exhibit
to implement SBM effectively and bring about positive change.

Leadership & Management

Educational Innovation

Motivation

7

v

4

“A great leader possesses a

clear vision, is courageous,
has integrity, honesty, hu-

mility and clear focus.

... Great leaders help peo-
ple reach their goals, are
not afraid to hire people
that might be better than

True educational inno-
vations are those prod-
ucts, processes, strate-
gies and approaches
that improve signifi-
cantly upon the status
quo and reach scale.
The more broadly that
an innovation can be

Motivation is the pro-
cess that initiates,
guides, and maintains
goal-oriented behaviors.
... It is the impulse to get
things done at the high-
est level of quality possi-
ble.

them and take pride in the
accomplishments of those
they help along the way.

used in other contexts,
the better the innova-
tion.

The Facilitator should continue to explain that these qualities are often not black
and white characteristics. School managers may have them in different degrees.
One useful way for assessing where one’s school is in terms of each of these char-
acteristics is to use ‘assessment rubrics’ such as those provided on the second page
of the Handout. Ask participants to read through these rubrics and self-assess their
schools, writing their assessment in the place provided on the Handout. These self-
assessments may remain confidential for each participant, but the Facilitator can
review the spectrum of different behaviors found in a school and explain the ra-
tionale provided for each rating (e.g., weak, moderate, strong, etc.).

Optional: A follow-up task for participants to consider is to distribute this assess-
ment form to their colleagues at their own school and ask them to do an assessment
of the school. This should be done anonymously so colleagues give a truthful as-
sessment. Doing this survey in one’s school is a brave act because it may invite a
lot of criticism that the school manager is not expecting. But doing so shows that
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managers are not afraid of learning something new, even if painful.
5. Reasons Why Change Fails:

In order to review this topic, pass out Handout 34: Why Change Fails. The Facil-
itator should explain that even when we make solid plans for change, it is still
possible that our efforts to promote change will fail. The literature suggests that
there are a few key reasons why a change process fails. These key reasons are
listed in the table below and on the Handout. Review each of the solutions pro-
vided in the table below with participants, making notes on the board as you go.

Reason/problem Solution(s)

(Discussion Guide for Facilitator)

=  Determine what needs to change by examining the status quo
(current situation) so that the changes can close the gaps be-
tween the current state and the desired state.

1. Poor analysis of
the situation.

2. Limited support |® Ensure there is strong support from upper management because
from manage- their values, beliefs, and actions can significantly influence the
ment staff.

= A manager must be aware of and plan for all the details of a
change: what it means to the school and to each type of staff at
the school, what is the possible impact it can have on the work-
ings of the school, and how can you harness that change into
something better for the school and the children which the
school aims to serve.

=  Create the need for change by helping the people understand
the consequences of NOT making the change, and helping them
understand the benefits of the change

=  Many change initiatives fail just because resource are underesti-
mated. Be sure to plan for the amount of time, money, energy,
and motivation that change will take.

= Recognize that change may not affect everyone at the school;
and that the change may not affect people at the same time or to
the same extent.

= Make sure your analysis includes attention to who all of the
stakeholder groups are. It is useful to think about different cate-

5. Neglected stake- gories of stakeholders — for instance, obviously parents/caregiv-
holders ers are a stakeholder group, but within that group there may be

some who have limited literacy skills or some who are always
absent. Take these different sub-groups into account.

= Tell stakeholders the REASONS for the change.

=  Ensure that you communicate with ALL stakeholder groups in

6. Poor communica- ways that make sense to them.
tion =  Communicate regularly.

= Be creative in how you will deliver the messages about change
to the various stakeholder groups.

=  The vision statement must be part of communication so that
everyone knows where they are going.

7. Lack of vision =  Develop a coherent, simple, and compelling narrative that
points in the direction that all of the work is going — your
goal/vision.

= Develop a comprehensive plan for how you will communicate
the need for change and the type of change that is going to hap-
pen ahead of time.

= Ensure that you have sufficient resources to support and pro-
mote the change you are making.

3. Strategic short-
comings

4. Poor understand-
ing of scale &
scope

8. Lack of prepara-
tion
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Once an explanation of the solutions for each Reason/Problem identified above
have been reviewed, ask participants to work on the exercise provided in the sec-
ond half of the Handout. Accordingly, the Facilitator should assign one scenario
to each group and ask them to do a quick analysis of why change may have failed
in the case study described using the analysis framework that the Facilitator just
reviewed with participants. Participants should write up their analysis on poster
paper. Give participants about 25 to 30 minutes for this exercise. When partici-
pants have completed their analyses, ask them to tape them onto the board so that
they can be reviewed with the large group. Discuss the analyses of each group
using the Discussion Guide provided below:

Discussion Guide
Scenario | Appropriate Reason Change Failed
No.

1 e Poor analysis of the situation: The problem of low student per-
formance likely had nothing to do with the occurrence of storms.

e  Poor Communication: Discussing the problem only with teachers
and monks was not satisfactory. Parents and student should have
been involved as well.

2 e Limited support from school management: School director was
not informed of what was planned

o Neglected Stakeholders: Parents were not informed of what was
planned.

3 e Strategic Shortcomings: The director did not consider the impact
on teachers

e Poor understanding of scale and scope: The planned activities
could not be properly resourced.

e  Poor Communication: Teachers were unaware of the planned
changes

4 e  Poor Analysis of the Situation: Planners misunderstood that the
lack of labs was not the only reason that STEM could not be
taught.

o Neglected Stakeholders: Teachers were not adequately included
in the planning of the investment.

e  Strategic Shortcomings: Central planners did not consider the
impact on teachers

e Poor understanding of scale and scope: The planned activities
could not be properly managed in terms of maintenance needs.

e Lack of Preparation: There was not enough time in the time table
to accommodate the experiments that had been anticipated.

If participant groups identify other factors that caused failure, the Facilitator
should consider the rationale for their explanation. If logical, other reasons may
be added. For each reason for failure, the Facilitator should try to work through
with participants what possible solutions could be considered to address the prob-
lem identified.

6. How to Prepare for Changes at Your School (“doing change well”)

This final topic concerns the process for managing change. Pass out Handout
35: Model of Change Management and use the explanation provided to describe
the three steps in the change management model. This refers to Prepare, Man-
age, & Reinforce. Review the diagram provided and explain in detail some of
the sub-steps that are presented.
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The Change Management Process

Prepare
1. Prepare: Determine what
needs to change
2. Ensure strong support from

management
3. Create understanding of need
Prepare for change
4. Manage & understand doubts
& concerns
Manage:
Manage 1. Communicate often

2. Dispel rumours

3. Empower Action

4. Involve relevant stakeholders
in the process

Reinforce
Reinforce:
*  Anchor the change in culture
*  Develop ways to sustain
change
When this explanation has been completed, «  Provide support & training
pass out and review Handout 36: 4 Frame- +  Celebrate success

work to Help Prepare for Change. The ana-
lytical exercise provided in the Handout could be approached in multiple ways
because it is a very lengthy task that asks for 18 different analytical sub-tasks.

The exercise also assumes that schools have completed their School Improve-

ment Plans.

Option 1: If the Facilitator decides to do the task during the workshop, at least 2
to 3 hours should be allowed for the task, which also assumes that participants
have completed their School Improvement Plans.

Option 2: An alternative approach would be to review each analytical sub-task
with participants and then ask them to take the exercise back to their schools and
complete it there with other colleagues. The completion of the exercise would
then be assigned as a follow-up task during program monitoring. Those monitor-
ing schools would review the analysis of each sub-task with relevant stakehold-
ers to ensure that they could apply change management practices properly.
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HANDOUT 1: School-based Management Self-Assessment

Directions: Please read each statement below and indicate whether it exemplifies
the meaning of School-based Management based on your most current understand-
ing. Check (V') the box ‘True’ if you think the statement is true with respect to SBM
or the box ‘False’ if you think it is not. Four of the statements below are false while
four are correct.

1. | O True | SBM promotes Accountability by including specific methods to as-
OFalse | sess a school’s performance.

2. | OTrue |SBM isamanagement strategy that enables schools to comply
OFalse strictly with the rules and policies set at central level.

3. |dTrue |SBMisamanagement strategy whereby the control of decision-
OFalse making at a school is moved to local authorities such as the Com-
mune Council Office.

4. | OTrue |SBMisamanagement strategy to improve education by transfer-
OFalse ring significant decision-making authority from central level of-
fices to individual schools.

5. | O True | Itisdifficult to apply SBM in centralized education systems.
LFalse

6. | L True | SBMisamanagement strategy in which authority for all opera-
OFalse tional aspects of a school is transferred from school managers to
community members.

7. | O True | SBM promotes autonomy, accountability, and ownership of a
OFalse school.

8. | O True | The performance indicators for a school practicing SBM must be
OFalse | set at central level.

How well did you do?
In my 1%t assessment, | got out of 8 correct.

In my 2" assessment, | got out of 8 correct.
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HANDOUT 2: Global Definition of School-based Management and
Its Associated Concepts

Group Exercise

Read the definition of School-based Management below and answer the ques-
tions that follow in your small groups.

School-based management (SBM) decentralizes control from the central
district office to individual schools as a way to give school constituents --
principals, teachers, parents, community members, and in some schools,
students -- more control over what happens in schools. This promotes
more school autonomy. When schools are more autonomous, it empow-
ers stakeholders and gives them a sense of greater ownership of the
school. Proponents of SBM argue that increasing the involvement of
school-level stakeholders in managing schools will increase the capacity of
schools to improve. This occurs because ownership increases accountabil-
ity among stakeholders for performance standards that they themselves
set. SBM advocates argue that through SBM, a broader range of perspec-
tives will be taken into account in the decision-making process, thereby
producing decisions better tailored to the needs of the local school com-
munity.

Global Definition of School-based Management

Discussion Questions:

1.

Based on the above definition, what are some of the key concepts that
drive School-based Management?

Why do you think SBM theorists believe that local level stakeholders are
in a better position to make decisions in their school than central level
planners?

How can strengthening stakeholders’ ‘ownership’ of a school improve
accountability for performance?

In what ways do you think a school can be autonomous?

When thinking about autonomy, empowerment, and ownership, which
one of these do you think occurs first? Second? And last? Explain your
answer.
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HANDOUT 3a: Diagramming the Relationship between Concepts

What is a Flowchart?

A flowchart is a diagram that depicts a process or system and how different compo-
nents of that process/system are related. Flowcharts depict cause & effect and are
widely used in multiple fields (e.g., science, education, history, etc.) to document,
study, plan, improve and communicate often complex processes in clear, easy-to-un-
derstand diagrams.

An Example of a Flowchart used to explain why Student Dropout

occurs in Cambodia:

Proliferation
of Factories

Children enroll
late

N2

Children are
overaged

4\

Children repeat
frequently

A

Proliferation
of Plantations

Changes in econ-
omy increase
value of chil-

dren’s labor

N2

High Oppor-
tunity Costs to
Stay in School

Discussion Questions

"4

Curriculum
not relevant to
students’
needs

\

High Rate of
Student
Dropout

Students do not
have enough
money to pay

Direct Costs of

Schooling

4\

Students Live
Far from
School

1. What is the final outcome or result shown in this diagram?

N o U kR W

Cost seem logical to you? Why or why not?

How many ‘direct’ causes are shown that lead to dropout?
How many ‘indirect’ causes are shown that lead to dropout?
What words are suggested by the arrows shown in the chart?
Do you understand the concept of Opportunity Costs?

How many factors are shown that affect Opportunity Costs?
Does the relationship between these factors and Opportunity
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Group Exercise:

Based on your understanding of the definition of School-based Management
and some of the key concepts that are associated with this management ap-
proach, create a flowchart that shows how the SBM concepts listed below in-
teract with each other to lead to Improved School Effectiveness, which is the
end result. The title of the Flowchart is indicated below.

In doing this exercise, write each of the concepts listed below on separate
sheets of paper and then try to connect them in a logical way showing how
they interact with one another. Use ‘arrows’ such as those shown in the previ-
ous example on student dropout to connect each concept. Remember, a con-
cept may be linked with more than one other concept at the same time. The
end result should be ‘Improved School Effectiveness,” shown in the yellow box.

How School-based Management improves School Effectiveness . ..

L Stakeholders set Stakeholders have
Decentralization ) .
, their own standards more Ownership
of Authority
of performance of the school

Stakeholders are

empowered to make
Increased Edu- .
decisions based on

cational Innova- . Improved
tion their own under- Decision-making
standing of the con-
text
Increased
Improved School Strengthens
School Effocti School

Autonomy ectiveness Accountability

When you have completed your flowchart, be prepared to present it to other
groups by explaining the relationship between each concept shown above.
Participants should also be prepared to defend the organization of your
flowchart if it is very different from what other groups have developed.
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HANDOUT 3b: Flowchart Depicting the Relationship between SBM
Concepts and School Effectiveness

How School-based Management improves School Effectiveness . ..

Decentrali-
zation of
Authority

N2

Stakeholders
set their own
standards of
performance

N2

Stakeholders
have more
Ownership of
the school

Strengthens
School
Accountability

N2

Increased
School
Autonomy

Stakeholders are
empowered to
make decisions
based on their

own understand-

ing of the context

Improved
Decision-
making

Improved
School
Effectiveness

N2

Increased
Educational
Innovation

Compare this chart with the flowchart that you made in your own group. How
is it alike? How is it different? How do the differences suggest different under-
standings about the relationship between the concepts provided? Do you think

your chart is more or less logical than the chart shown above? Why or why

not?
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HANDOUT 4: The Risks Associated with School-based Management
and the SBM Paradox?

What are the Risks of School-based Management?

As with any educational strategy, there are always advantages and disad-
vantages. We have already discussed the advantages of SBM earlier. But what
are the risks to using this management strategy? There are several risks:

1. Risk of Increased Chaos: Whenever central level relinquishes power and con-
trol, there is always the risk that things at the local level could get worse.
Some school directors may not have the leadership skills to use new freedoms
effectively. They may not know how to delegate work effectively or be able to
build consensus among the many stakeholders who now have a greater role in
decision-making. These problems are to be expected when people who have
traditionally worked in a ‘centralized’ system now suddenly have to change
their behaviors to work in a ‘decentralized’ system. Such behavioral changes
are often not easy for stakeholders to do quickly. Similarly, stakeholders may
abuse new freedoms allowed by the relaxation of restrictions by doing less in-
stead of more.

2. Decision-making Takes More Time: Whenever one allows more stakeholders
to be involved in the decision-making process, it will naturally take more time
to build consensus as part of the decision-making process. This may slow
down the school improvement planning process. (Q’IF‘[;EEHEJ‘B‘F@’G)

3. Confusion about New Roles and Responsibilities: With more authority and
power flowing into the hands of lower-level stakeholders, certain stakehold-
ers will have more responsibility for executing new functions (e.g., choosing
new curricular materials, developing tests, organizing staff development, etc.).
Many stakeholders at school level may not be ready for this new responsibility
and may not be able to meet the expectations of central level planners to per-
form effectively. This will undermine rather than strengthen schools.

4. Increased Need for Staff Development: The increased amount of responsibil-
ity falling to local level stakeholders will amplify the need for staff develop-
ment support to enable local level stakeholders to perform the new duties
falling to them. This will be especially true of teachers and administrators who
have low capacity and leadership skills.

Group Exercise

Considering the risks described above, what measures do you think could be
employed to mitigate each problem identified above? Make a short list with
your group members and be prepared to present to the larger group. Use the
table below to show your solutions:
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Measures to Mitigate Risks of Implementing SBM
Risk 1 Risk 2 Risk 3 Risk 4
[ ] [ ] [ ] [ ]
[ ] [ ] [ ] [ ]
[ ] [ ] [ ] [ ]

What is a Paradox? (Optional)

1:atenet contrary to received opinion.

2a : a statement that is seemingly contradictory or opposed to common sense
and yet is perhaps true.

2b : a self-contradictory statement that at first seems true.

Some Examples of Paradoxes:

This statement is a lie.

This is the most famous of all logical paradoxes, because it’s so simple. These
five simple words are self-contradictory: if the statement is true, then it’s a lie,
which means it’s not true. But if it’s not true, then it’s a lie, which makes it
true.

Can Almighty God create a boulder so big that He cannot lift it?

God is thought to be all powerful. There is nothing that He cannot do. But if
He creates a boulder so big that He cannot lift it, then He is not all powerful.
But if He cannot create such a boulder, then he is also not all powerful be-
cause there is something that He cannot do. This is, therefore, a paradoxical
statement.

Paradoxical Geometry

The figure above defies normal rules of interpretation. The top can be the bottom or
the top, depending on one’s perspective.
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The Importance of Paradoxes

Logical paradoxes have been used for centuries to demonstrate the fallibility of hu-
man logic. Although logic is a valuable tool, it sometimes breaks down, as in the ex-
ample of “this statement is a lie.” Philosophers and mystics often use paradoxes to
prove that human beings have to approach their world using intuition as well as
logic.

The Paradox of School-based Management in Centralized Education Systems

School-based Management is a decentralized approach to school management that
is often mandated by central planners, especially in countries with centralized educa-
tion systems. This often proves to be a challenge for such systems because many ar-
eas of operation within the education system remain centralized (e.g., staff hiring,
curriculum, school schedules, testing, professional development, etc.). Thus, imple-
menting SBM in centralized education systems leads to a paradox. How does one
promote decentralized behaviors in a system that is largely geared towards central-
ized decision-making?

Group Exercise

Based on the above observations, work in your small groups to answer the questions
below. Be prepared to justify your answers.

1. To what degree do you think that the SBM Paradox exists in Cambodia? Ex-
plain your answer (i.e., what are the most centralized aspects of management
in Cambodia’s education system that might not fit with an SBM approach?).

2. How feasible do you think implementing SBM at your own school would be in
the current operating environment? What things could work well under SBM
and what things might not work well? Give some specific examples.
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HANDOUT 5a: School Autonomy and Important Areas of School Op-
eration Affected by School-based Management

Defining a School’s Level of Autonomy

When talking about School-based Management, we often speak of ‘School Au-
tonomy’ as a key attribute of this kind of management approach. Researchers
agree that a school’s effectiveness is often linked positively with increases in a
School’s Autonomy or the level of freedom that a school has to make its own
decisions. These decisions usually occur in specific areas of a school’s opera-
tion including the following:

AREAS OF SCHOOL OPERATION

1. Personnel Management

2. Instructional Management

3. Budget Management

4. Maintenance & Infrastructure

5. School Administration, Monitoring, & Community Relations

Source: Di Gropello, E. (2006) A comparative analysis of school-based management in Central America,
(Working Paper #72), Washington DC: World Bank.

School Autonomy from the Perspective of Different Stakeholders. ...

School Autonomy refers to the degree of a freedom that a school has to make
decisions in specific areas of a school’s operation. But this freedom may mean
different things to different stakeholders.

For parents, School Autonomy appears to mean making schools more account-
able to parents by giving them a greater say over how resources are used and
making parents more engaged with the school.

For teachers, Autonomy appears to mean greater empowerment for them to
make decisions about student learning.

For school managers, Autonomy appears to mean greater authority to make
decisions about the organization of the school and the use of resources with-
out always needing to ask for permission from above.

School Autonomy and Enabling Environments for SBM Implementation

The more ‘Autonomy’ that a school has, the easier it is to implement School-
based Management. That is, SBM requires schools to be able to make their
own decisions in many different areas. When we talk about a school’s Auton-
omy or the amount of freedom it has to make these decisions, we usually refer
to something called an ‘enabling environment.” In this case, an enabling envi-
ronment refers to the degree to which the operational freedom of a school
supports the school’s ability to fully implement School-based Management.
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Group Exercise

Each of the areas of school operation discussed above is characterized by certain key
activities that are listed in random order in the box below. In total there are 25 dis-
crete activities that have been identified. In your groups, draw the areas of school
operation table below on a large sheet of poster paper and classify each activity un-
der the appropriate area of school operation.

AREAS OF SCHOOL OPERATION

KEY ACTIVITIES

stakeholders

29.
30.

1. Personnel Management °
[
2. Instructional Management °
[
3. Budget Management °
[ ]
4. Maintenance & Infrastructure °
[ ]
5. School Administration, Monitoring, and | e
Community Relations °
1. Overseeing caretakers responsible for 17. Procurement of materials & tools to
maintenance maintain infrastructure and environments
2. Setting the method(s) of instruction 18. Setting School Vision as a basis for plan-
3. Monitoring attendance and academic ning, monitoring, and evaluating
records 19. Organizing classroom arrangements (e.g.,
4. Establishing Incentives for teaching and furniture)
non-teaching staff 20. Organizing regular channels of communi-
5. Organizing Professional Development cation with the local community (e.g.,
6. Setting classroom hours by subject meetings with SSC, parents, etc.)
7. Setting school budgets linked with per- 21. Ensuring building infrastructure & envi-
ceived needs ronments are safe and friendly to chil-
8. Setting school improvement plans and dren’s learning
indicators 22. Classroom observations
9. Raising funds from the community 23. Designing school infrastructure and envi-
10. Reporting performance results to gov- ronments
ernment & stakeholders 24. Setting testing and assessment proce-
11. Maintaining financial records dures
12. Monitoring and Evaluating personnel 25. Collecting and tabulating statistical infor-
13. Expenditure reporting mation for reporting
14. Selecting teaching aids and student 26. Procuring materials and supplies
learning materials 27. Recruiting and Appointing teaching and
15. Selecting textbooks and curriculum administrative staff
16. Organizing school meetings with staff & | 28. Setting the school calendar

Funding professional development
Paying salaries to school staff
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HANDOUT 5b: Classifying Key Aspects of School Operation

Check your answers in the previous exercise with the classifications provided
in the table below. Discuss any differences from the classifications that you

did in your groups.

Infrastructure

AREAS OF KEY ACTIVITIES
SCHOOL OPER-
ATION
Personnel 1. Recruiting and appointing teaching and administrative staff
Management 2. Establishing incentives for teaching and non-teaching staff
3. Monitoring and evaluating personnel
4. Paying salaries to school staff
5. Organizing professional development
Instructional 6. Setting classroom hours by subject
Management 7. Selecting textbooks and curriculum
8. Setting the method(s) of instruction
9. Setting the school calendar
10. Setting testing and assessment procedures
11.Organizing classroom arrangements (e.g., furniture)
12.Selecting teaching aids and student learning materials
Budget 13. Setting school budgets linked with perceived needs
Management 14.Procuring materials and supplies
15. Maintaining financial records
16. Funding professional development
17.Expenditure reporting
Maintenance & | 18.Ensuring building infrastructure and environments are safe

and friendly to children’s learning
19. Procurement of materials and tools to maintain infrastructure
and environments
20.Overseeing caretakers responsible for maintenance
21.Designing school infrastructure and environments

School
Administration,
Monitoring, &
Community Re-
lations

22.Setting School Vision as a basis for planning, monitoring, and
evaluating

23.Setting school improvement plans and indicators

24.0rganizing school meetings with staff & stakeholders

25. Monitoring attendance and academic records

26.Classroom observations

27.Collecting and tabulating statistical information for reporting

28.0rganizing regular channels of communication with the local
community (e.g., meetings with SSC, parents, etc.)

29.Raising funds from the community

30. Reporting performance results to government & stakeholders
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HANDOUT 6: Using a Continuum of Enabling Environments to Bet-
ter Understand the Level of Autonomy in a School

What is a Continuum ( fnnssgg)?

A Continuum is a coherent ‘whole’ characterized as a sequence or
progression of values or elements varying by small degrees from
“weak” to “strong.”

Explanation about the Continuum of Enabling Environments Affect-
ing SBM Implementation

It is important to recognize that SBM takes many forms and is implemented
along a continuum from weak to strong, i.e., the strength of SBM implementa-
tion may vary from weak to strong.’ The ability of a school to fully implement
SBM principles will depend on the local context and the amount of Autonomy
that a school actually has. For example, does the school have authority to spend
its budget freely? Can the school change the curriculum? Who controls contin-
uous professional development (CPD)? How much control over hiring does the
school have? A great deal of control in these areas means that there can be
strong compliance with SBM principles. Less control implies that the degree of
SBM implementation will be weaker (see Figure below).

Weak Enabling Environment: Strong Enabling Environment: Strong
Weak Compliance with SBM Compliance with SBM

Continuum of SBM Implementation

Given that SBM will likely be implemented along a continuum of implied com-
pliance depending on the context, it is important for school stakeholders to as-
sess the local context with regards to its enabling characteristics in order to de-
termine the degree to which SBM principles can actually be implemented.

% Note: Weak SBM compliance does not necessarily imply weak educational quality nor does strong SBM compliance nec-
essarily guarantee high educational quality.
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The diagram below illustrates a continuum of different levels of freedom that a school might have to
make decisions in key areas of school operation discussed earlier. The more Autonomy a school has to
make decisions, the more ‘enabling’ the environment is to allow full implementation of SBM Principles.

Continuum of Enabling Environments That
Affect the Implementation of School-

based Management

(1) Weak
Enabling
Environment:
School has little
or no freedom
to make its own

decisions. (0-5)

(2) Moderately
Weak Enabling
Environment:
School has some
freedoms to
make its own
decisions but
these are still
highly limited.
(6-11)

(3) Moderate
Enabling
Environment:
School has several
areas where it can
make some key
decisions,
esepcially as these
relate to budget,
personnel, and
instructional
management. (12-
21)

(4) Moderately
Strong Enabling
Environment:
School has
relatively wide
freedom to make
decisions in
multiple areas
although there are
still some
constraints
imposed from
above. (22-27)

(5) Strong
Enabling
Environment:
School has
considerable
latitutde to make
key decisions in
most or all
operational areas
of the school
including
Instructional,
Personnel,
Budgetary,
Infrastructure, &
Administrative
Management.
(28-32)
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HANDOUT 7: Assessing the Enabling Environment in Your School

Directions: The assessment instrument below will help you determine the de-
gree to which the operating environment at your school will enable you to im-
plement SBM principles. As noted in an earlier Handout, the more freedom or
autonomy a school has in its operating environment, the more easily it will be
able to effectively implement School-based Management Principles. After an-

swering the questions in the assessment instrument below, tabulate your
score and try to determine where your school lies in the Continuum of Ena-

bling Environments shown in Handout 6.

ation

Areas of Self-Assessment Questions
School Oper- | (Yes = 1; No=0)

Yes

No

Your
Score

Personnel
Management

ok wNE

Can your school recruit/hire its own staff?

Can your school recruit contract & community teachers?
Can you pay incentives to your staff?

Can you monitor, advise, and discipline your teachers?
Can you dismiss staff for non-performance?

Can you organize professional development activities for
your teachers on your own?

Subtotal
Score =

Instructional | 7.
Management

10.

11.

12.

13.

14.

15.

16.

Can you change the number of hours students study per
day?

Can you change the schedule that the school is open for
study (e.g., starting later, ending later, etc.)?

Assuming you had the resources, can you change the
curriculum and select different textbooks from those
that you are currently using?

Do you have the authority to add supplementary curricu-
lar materials to support your current textbooks?

Can you introduce new teaching methodologies for your
teachers to follow without consultation from above?

Can you provide funds to help some teachers advance
their professional development (e.g., study in special
courses that might benefit the school)?

Do you have considerable authority over organizing the
content of professional development activities at your
school?

Can you develop/organize student assessment in ways
that are different from what the Ministry currently re-
quires? (e.g., use paper and pencil tests, include portfo-
lios as part of your student assessment, etc.)?

Can your school sign MoUs with other organizations and
institutions to advance education at your school (e.g., or-
ganize staff exchanges, organize special educational fairs,
receive scholarships for students and staff, etc.)?

Can you re-organize classroom furniture arrangements in
any way that you want?

Subtotal
Score =
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Areas of Self-Assessment Questions Yes | No | Your
School Oper- | (Yes = 1; No=0) Score
ation
17. Can you procure special learning materials and teaching
aids to support classroom activities? o
Budget 18. Can you add areas of spending to your school operating Subtotal
Management budget that are not explicitly stated in the current Score =
budget lines (e.g., field trips, incentives, etc.)? o
19. Can you use your school budget to procure special learn-
ing and teaching aids without consultation from above? o
20. Do you have access to school grants that are unstruc-
tured and/or open-ended? o
21. Can you fund professional development for your staff
with your school budget? o
22. Can your school open its own bank account without per-
mission from higher level? o
23. Can your school save money in its bank account during
times of budgetary surplus? o
Maintenance | 24. Can you take measures that ensure that building infra- Subtotal
& structure and environments are safe and friendly to chil- Score =
Infrastruc- dren’s learning? o
ture 25. Can you procure materials and tools to maintain infra-
structure and environments? o
26. Can you hire and oversee caretakers responsible for
maintenance? o
27. When receiving funds for construction, can you re-design
school infrastructure and environments according to
new models that you have read about? o
School 28. Can you create planning documents that set your Subtotal
Administra- School’s Vision as a basis for planning, monitoring, and Score =
tion, Moni- evaluating? o
toring, & 29. Can you create school improvement plans that are easily
Community fundable by your school o.per‘atlng budget?. o
. 30. Can you create your own indicators to monitor your
Relations .
planning? o
31. Can you solicit money and contributions of labor from
communities? o
32. Can you call meetings with parents and communities to
discuss specific matters? o
GRAND TOTAL _ /32
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Group Discussion: Setting Your Expectations

When you have completed the assessment above, try to determine where your
school lies on the continuum of enabling environments as shown in Handout 6. In
your small groups discuss the following questions and be sure to be able to com-
municate your answers to the whole group during a plenary session.

1. Where did most of the schools in your group fall in terms of the enabling envi-
ronment for SBM implementation?

2. Were there some schools scored better or worse than your school? Why do
you think there were differences in scores since all of your schools are located
in the same education system?

3. If your school has a ‘weak’ enabling environment, what are the implications
for your implementation of School-based Management and nature of your
School Improvement Plan?

4. If your school has a ‘moderate or strong’ enabling environment, what are the
implications for your implementation of School-based Management and na-
ture of your School Improvement Plan?
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HANDOUT 8a: School-based Vehicles that Support SBM Pro-
cesses

Explanation:

School-based Management is defined as the process whereby central of-
fices give up some of their power and give it to schools so that they have
more control over the decision-making process in the allocation of re-
sources and the organization of the school (i.e., Autonomy). But this in-
creased control must be exercised in a way so that schools (e.g., school di-
rectors, teachers) take responsibility for success or failure (i.e., Accounta-
bility).

In order for the power that is ceded by central offices to the school to be
used effectively, there must be certain structures and processes in place so
that the school is managed in a way that both improves its operation, em-
powers all stakeholders, and is transparent.

In many cases, schools already have these structures and processes in
place, though they may not yet work well. The most important of these
structures and processes are summarized in the diagram below.

Let’s review what role each of these structures/processes should play in
your school, how well they are actually happening in your own school,
and what can be done to improve them.

Structures & Pro-

cesses that Support School
School-based Man- Support
agement

Committee

School

School

Improvement
Planning
Process

Management
Committee

SBM
Processes

Professional
Learning
Community

Student

Council

(Autonomy &
Accountability)
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Exercise: This exercise seeks to help everyone better understand

what role or function the structures and processes should play in

a school in order for SBM to work. These roles/functions are sum-
marized below in random order. In your groups, review each role

and function and organize it according to the structure or process
with which it best corresponds. Use the table provided below to

show your answers.

Roles & Functions

1. Provides a process through which stakeholders can identify problems &
solutions

2. Ensures interaction and collaboration among teachers

3. Provides labor to schools for specific tasks (e.g., maintenance, repair, life
skills, etc.)

4. Links budget/activities to education policies

5. Increases financial autonomy & accountability of schools by providing a
forum for discussion

6. Provides a channel for the school to entrust resources to students so that
they can make improvements in the school

7. Implements Long-term Planning for SBM

8. Gives structure to the activities that are to be undertaken to improve the
school; identifies the resources needed; and outlines how evaluation
should take place

9. Promotes shared 'values' and 'norms’ among educators

10. Conducts regular assessment of students for learning & achievement

11.Raises funds from the community

12.Ensures community involvement in school management

13.Implements activities that require outreach to the community (e.g., en-
rollment campaigns)

14. Conducts education budget audit

15. Provides a structure for students to take responsibility for specific activi-
ties within the school

16. Encourages strong focus on student learning

17.Provides a direct channel for communication between school & commu-
nity

18.Implements School Improvement Plans

19. Provides organized student labor to schools to support key functions (e.g.,
library, sports)

20. Provides a process through which school stakeholders can discuss com-
mon issues

21.Enables a 'reflective dialogue’ among educators
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Directions: Write the Roles and Functions from the list above in the appro-
priate place in the table shown below.

Structure/Process

Role or Function

School
Management
Committee

School Support
Committee

Student Council

School Improve-
ment Planning

Professional
Learning
Community

WINPEPIWNEPRIWNRIRWNRPRINGOO R WN R

B

When you have completed the above exercise, compare your answers
with those provided in Handout 8b. Then, try to answer the following
questions below in your groups.

Questions

1. Did your group’s answers match those provided in Handout 8b? Do you
agree with the differences or do you think your own classification is bet-
ter? Explain your answer.

2. If you defined the Roles and Functions of various structures differently
from the official classification, do you think you should be allowed to
maintain your own classifications under an SBM Policy? Explain.

3. Why do you think it is so important to have different structures in the
school to make SBM work well?

4. How many schools in your group have all of these structures/processes
in place already (how many have all, how many have 3, have 2, etc.)?
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5. Based on a review of the roles and functions provided in this exercise,
take a survey of schools in your group and indicate how many schools’
are ‘Very happy’ with how these structures/processes work; Satisfied
but still need a lot of improvement; Not happy at all with how these
structures/process currently work.

6. For those schools that are not happy with how well their SMC, SSC, PLC,
etc. work, what can be done to make improvements?

Use the Table below to keep notes on your answers for the above ques-
tions:

Question 1:

Question 2:

Question 3:

Question 4:

Schools that have all these structures/processes in place:

Schools that have 4 of these structures/processes in place:

Schools that have 3 of these structures/processes in place:

Schools that have only 1 or 2 of these structures/processes in place:
Schools that have none of these structures/processes in place:
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Question 5:

In terms of how well the four structures/processes work in each school,
please indicate each school’s level of satisfaction:

e ‘Very happy’ with how these structures/processes work:
e ‘Satisfied but still need a lot of improvement’:
e Schools that are ‘Not happy at all’:

Question 6:
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HANDOUT 8b: Roles & Functions of Vehicles that Support SBM

eIncreases financial autonomy & accountability of
schools by providing a forum for discussion

S C h O O I eConducts education budget audit

eLinks budget/activities to education policies

IVI a n a ge m e nt eEnsures community involvement in school mgt.
eImplements School Improvement Plans

eImplements Long-term Planning for SBM

CO m m Itte e eConducts regular assessment of students for learning

& achievement

S h I eProvides a direct channel for communication between
C O O school & community

eRaises funds from the community

S u p p O rt eProvides labor to schools for specific tasks (e.g.,

maintenance, repair, life skills, etc.)

C 'tt eImplements activities that require outreach to the
l I l l I l I ee community (e.g., enrollment campaigns)

*Provides a structure for students to take responsibility for
specific activities within the school
St u d e nt *Provides a channel for the school to entrust resources to
students so that they can make improvements in the
Council e
*Provides organized student labor to schools to support
key functions (e.g., library, sports)

S h I eProvides a process through which school stakeholders can
C O O discuss common issues

eProvides a process through which stakeholders can
identify problems & solutions

eGives structure to the activities that are to be undertaken

Improvment

P I - to improve the school; identifies the resources needed;
a n n I n g and outlines how evaluation should take place

P f . | eEnables a 'reflective dialogue' among educators
ro e S S I O n a eEncourages strong focus on student learning
eEnsures interaction and collaboration among teachers

Le a r n i n g ePromotes shared 'values' and 'norms among educators
Community
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HANDOUT 9: Purpose, Structure, & Responsibilities of the
School Management Committee

It is assumed that every school already has an SMC and that they have al-
ready received training on how to organize it and what its functions are.
The information below is provided as a review for what should already be
in place.

The purpose of the SMC is: to col-

laborate with people in their com- Q
munity and school principals at the ,jh/ ca_/,&.é

school, to improve the quality of ed- MGN BGEM ENT
ucation. This easy to say and diffi-
cult to do! \ COMM'TTEE

Officially there are 7 main responsi-

bilities'? for the SMC: (1) Increases

financial autonomy & accountability of schools; (2) Conducts education budget
audit; (3) Links budget/activities to education policies; (4) Ensures community in-
volvement in school management; (5) Implements School Improvement Plans;
(6) Implements Long-term Planning for SBM; (7) Conducts regular assessment of
students for learning & achievement.

Determining SMC membership: SMC members are to be selected through an
election process that is organized by the School Director and relevant authorities
(e.g., Commune authorities, District authorities). According to Government pol-
icy, an SMC member’s term is one year; that is, SMC members must be elected
annually.

The structure/roles/composition of the SMC are supposed to be as follows.

Small 5 -1 Chairperson -1 Cashier

school - 1Vicechairperson |- 1 Secretary
1 Accountant

Medium- 7 -1 Chairperson -1 Cashier

sized - 2Vice Chairperson |- 1 Secretary
1 Accountant - 1Member

school

Large 9 - 1 Chairperson -1 Cashier

school - 2Vice Chairperson |- 1 Secretary
1 Accountant - 3 Members

10 Adapted from Dr. Hang Chuon Naron, (2017) Education Reform for Enhancing Quality Citizenship.
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Official recognition of the SMC: The SMC as a group, with its individual mem-
bers, must be officially recognized by authorities. An SMC for lower secondary
school should be formally recognized by the Commune or Sangkat level authori-
ties. An SMC for upper secondary school should be formally recognized by Dis-
trict, Krong, or Khan level authorities.

Detailed Responsibilities of the SMC

1.

Increasing financial autonomy & accountability of schools for quality educa-
tion

The SMC will be established to adopt Guidelines (see below) related to the
role and responsibilities of school managers, parents and community mem-
bers on school management.

The SMC approves School Improvement Plans and submits request for dis-
bursement of SIP Funds and is responsible for overseeing its implementation.
Schools prepare policy on financial management, personnel management,
teacher evaluation, hiring and dismissal, M&E.

Introduces a Results-based School Management System in accordance with
good governance principles, ensuring efficiency and effectiveness, and
achieving progress as proof of student achievement.

School to provide key roles to teachers, community, authorities, parents and
students in participating in the planning and implementing process of the
School Improvement Plan.

Conducting education budget audit for quality education

School Directors use funds from all sources for teachers’ continuous profes-
sional development and for improving teaching methods, designed to pro-
mote the respect for diversity and human values.

Strengthen financial management skills, develop and maintain a clear finan-
cial management system

Promote accountability for management and monitoring of resource utiliza-
tion, transparency, security, reliability and transparency.

Creates a Transparency letterbox to get information or other complaints from
stakeholders

Strengthens internal inspection system, based on self-evaluation of schools
and regular supervision

School director improves school performance with external findings and ad-
dresses audit findings;

Linking budget to education policies for quality education

The school directors and teachers should strive to educate the students to re-
spect school regulations, timetables and teach the importance of the respect
of law and social order as personal management techniques.
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School to introduce budget planning by determining the amount of funds
needed to carry out School Improvement Plan according to specific timetable.
The SMC will prepare reports on SIP implementation by monitoring and eval-
uating the actual implementation of the activities.

School to use the School Improvement Fund for activities, such as:

e Increasing the use of materials and a better learning environment through
material and equipment and the support of teaching and learning materi-
als and teaching activities.

e Strengthening the ability of teachers.

e Assisting vulnerable children, slow-paced students and students subject
to drop out

e Increase enrolment rates, graduation rates, transition rate and comple-
tion rate in every level

Provide health care services to students at all levels (health care, food safety

and other risks).

Ensuring community involvement in school management for quality educa-
tion

The SMC prepares and adopts School Improvement Plan with the participa-
tion of all key stakeholders, including Student Council;

The SMC reviews school performance and transparency;

Implementing School-Based Management for quality education
SMC provides support to teaching and learning, as well as resource mobiliza-

tion and prepare school evaluation reports;

SMC Approves 3-Year School Outcome Indicators and Targets, annual school
improvement plan and budget, provides clearance on the evaluation of
school performance against school effectiveness standards; and supports and
involves in school fund raising;

SMC approves the rewards for best staff, proposes administrative measures
for non-performing staff to sub-national/national level, approves the reward
for school director best performance;

SMC implements M&E system and reports progress;

Implementing Long-term Planning for School-based Management

School director develops a rolling three-year and annual SIP by identifying
school input, output and outcome indicators, as well as financing sources,
with the participation of all key stakeholders;

School director facilitates, coordinates the development of and submit the 3
Years School Outcome Indicators and Targets and annual school improve-
ment plan and budget.

School directors submit the results of the evaluation of school performance
against school effectiveness standards to SMC

School director manages, facilitates and coordinates all school fund raising ac-
tivities.

97



Implementing School-based Management

School gathers real data and information gained from student assessments,
assessment of teachers’ competencies; school performance assessment.
School creates a culture of information sharing by identifying problems jointly
with all key stakeholders to promote trust in schools by communities, trust
among school staff, and especially trust of parents in teachers.

School prepares planning, budgeting, reporting and managing staff perfor-
mance;

School implements curriculum as guided and extra curricula;

School director conducts staff performance management system and pro-
poses to reward best performing staff, as well as propose administrative
measures for non-performing staff;

Conducting regular assessment of students for learning & achievement
School directors facilitate and coordinate the evaluation of school perfor-
mance against school effectiveness standards;

School Directors compile data and information for, produce and submit the
quarterly progress report on student assessment;

School Directors compile data and information for, produce and submit the
annual progress report on achievement of school outcomes indicators and
targets;

Incorporate the result of student learning into the school report card

SMC approves the results from school performance evaluation, and endorses
the annual progress report on achievement of school outcomes indicators
and targets related to student’s learning outcomes
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HANDOUT 10: Matching Problems and the Functions of an SMC
Intended to Address Them

Directions: Read each of the main Functions that the School Management Committee is
supposed to fulfill. Then, reflect on some of the problems that the committee is sup-
posed to address through these functions. Write at least ONE problem per function in
the space provided below. An example has already been done for you.

1. Increasing financial autonomy & accountability of schools

Problems to Address: Schools are unaware of the problems at their school and have no
clear plan through which to address them. (Example)

Problems to Address:

2. Conducting education budget audit

Problems to Address: Communities don’t want to provide additional support to the
school because they are not sure what the school will use the money for and if it will re-
ally have any impact on educational services. (Example)

Problems to Address:

3. Linking budget to education policies

Problems to Address: Schools do not know if any of the activities that they do actually
improve educational services because they never look at data systematically to assess
success. (Example)

Problems to Address:

4.Ensuring community involvement in school Coordination

Problems to Address: Communities do not trust schools and so do not prioritize partici-
pating in school activities. (Example)

Problems to Address:

5. Implementing School-based Coordination

Problems to Address: Schools rarely consider specific targets or indicators to follow up
their planning. (Example)
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Problems to Address:

6. Implementing Long-term Planning for School-based Coordination

Problems to Address: Schools do not consider long-term planning or solutions. (Exam-
ple)

Problems to Address:

Conducting regular assessment of students

Problems to Address: Schools do not organize clear assessments of children’s learning
to determine what the real situation of learning at the school is. (Example)

Problems to Address:

100



Implementing School-based Management

HANDOUT 11: Case Studies to Promote Problem Solving

Directions: The SMC has been created to increase the accountability of the
school in terms of school Coordination, school access, and educational quality.
Review the problems identified below and determine some actions that the
Committee could consider to address the problems discovered. When identify-
ing actions to be taken, try to be as specific as you can. Do this activity as a
SMALL GROUP.

Problem Solution(s)

1. After the Bac Il Examina-
tion results have been
posted, the SMC is told by
the school director that
there has been no im-
provement in the perfor-
mance of students from
the previous year.

2. The school caretaker who
is responsible for ensuring
the maintenance of re-
paired infrastructure nei-
ther comes to work on a
regular basis nor takes care
of the school buildings or
grounds.

3. The committee is told that
most teachers are not us-
ing the Science Labs in the
Resource Center that they
have been provided with
and all materials are still
wholly unused.

4. The Treasurer reports that
funds provided for the
school grant are not being
spent and the school year
will be ending very soon.
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HANDOUT 12: The Relationship between the School Management
Committee & the School Improvement Plan

There are 5 main activities for the School Management Committee to do in
regard to the School Improvement Plan:

(1) Assess the situation at school to see if it is enabling students to receive a
quality education;

(2) Participate in development of a School Improvement Plan based on their as-
sessment;

(3) Do fund-raising for additional funds to support the School Improvement
Plan, as necessary

(4) Participate in implementing the School Improvement Plan, along with mobi-
lizing other community members to engage;

(5) Assess/evaluate progress of School Improvement Plans, at end of school
year.

These activities happen in an annual cycle — which means, they must be done each
year. The start of a new year should begin with an assessment of the school’s situa-
tion. From year to year, the annual assessment should show improvements in school
and educational quality. As mentioned above, the SMC is responsible to engage a
wide range of school-based stakeholders and community members in the assess-
ment, planning, and implementation process.

Defining School Improvement Planning (SIP) 1

The purpose of the SIP process: To ensure that all stakeholders at both the school
and in the community have wide representation during the development and
implementation of a plan to improve educational services.

What is a School Improvement Plan? The SIP is an official document that comes
from an agreement between the school and the community on a number of priority
activities that are jointly identified through careful analysis of the local situation and
challenges to learning. The SIP is a statement of commitment to work together to
find solutions to the identified challenges and to ensure that all students go to
school, learn at school, and master the knowledge and life skills required for a
successful life.?

1 Modified from SEIP 2018 School Improvement Plan Support Document, p.4
12 Ibid, p.
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The people ideally involved in developing a School Improvement Plan are: School
authorities, teachers, SMC, community authorities, police, monks, health centre
staff, children/students?3, parents, and general community members.

Who implements the School Improvement Plan? Responsibility for implementing
the SIP depends on what activity is being implemented. Usually there is one person
designated to be overall responsible for ensuring the activity gets done but there are
many other people involved in actually implementing the action. For example, if
“constructing a toilet facility is one of the activities in the plan, it will likely be done
by a construction company but under the supervision of the School Director and/or
the SMC or an SMC designate. For School Improvement Plan activities requiring
budget, depending on the source of that budget, the SMC Treasurer must be in-
volved in managing and accounting for the funds.

13 1t is recommended that children not participate directly in planning activities along with adults. The deferen-
tial nature of Cambodian culture makes it difficult for children’s direct involvement in the planning process to
go beyond tokenism. It is recommended that schools organize separate meetings that involve only children
where they can more freely express themselves through pictures, posters, and other forms of communication
that adults can review separately.
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HANDOUT 13: Defining the School Improvement Planning Process

Exercise

Directions: Read each question below and, based on your current understand-
ing, choose the response that makes the most sense. Be prepared to discuss
your choice of response with other groups.

Question 1: What is the purpose of the School Improvement Planning Process?

A) To ensure that thereis a
wide range of stakeholders
(e.g., community, teachers,
parents, etc.) who take
responsibility for the
improvement of schools
for the benefit of local
families, the community
and as a contribution to
national development
objectives.

B) To create a process
mandated by the Ministry
of Economy & Finance en-
suring that resources flow
into schools on a regular
basis and enable the
schools to improve their
operations actively and ef-
ficiently.

C) To create a detailed
schedule of all of the most
important activities that
need to be done at the
school such as raising the
flag, Thursday technical
meetings, and other key
activities that may affect
enrollment and learning at
the school.

Question 2: What is a School Improvement Plan?

A) The SIP is a detailed
analysis of all the problems
that undermine learning at
the school, who is respon-
sible for those problems,
and how these problems
have been affecting the
school.

B) The SIP is a detailed
workplan that specifies
when key activities in the
school should be done
such as raising the flag,
cleaning classrooms, and
other key activities as well
as who is responsible for
each activity and how
much budget is required
for doing it.

C) The SIP is an official
document that comes from
an agreement between the
school and the community
on a number of priority
problems and solutions
that are jointly identified
through careful analysis of
the local situation and
challenges to learning.

Plan?

Question 3: Who should ideally be involved in developing the School Improvement

A) Primarily school manag-
ers and teachers with a
few representatives from
the community.

B) Primarily members of
the SMC and SSC as well as
members of the wider
community such as village
chiefs, communes, etc.

C) Primarily officials from
the District Office of Edu-
cation as well as the School
Director and Technical
Group Leaders

Question 4: Who should im

plement the School Improvement Plan?

A) Responsibility for imple-
menting the SIP depends
on what activity is being

implemented. Usually

B) Responsibility should
ideally be spread across
many groups according to
the area of expertise but

C) The community should
take the most active role in
implementing the SIP by
mobilizing as many parents
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there is one person desig- | the actual task of imple- as possible so that the vari-
nated to have overall re- menting mainly falls to the | ous tasks specified in the
sponsibility for ensuring School Director and the plan can be easily divided
the activity gets done but | Vice Director as well as a between them.

there are many other peo- | few teachers.
ple involved in actually im-
plementing the action.
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HANDOUT 14a: Assessing Your Knowledge about Continuous Pro-
fessional Development Concepts and Processes

Directions: Read the questions below to get an idea of where you are in terms
of your own understanding of Continuous Professional Development concepts
and practices. Score your understanding honestly so that the Facilitator can
better know the areas that he/she must explain. After answering and scoring
each question, report your total score to your group leader so he/she can aver-
age it with the scores of other group members.

No | Question Score
1. | How would you describe your general understanding of Con-
tinuous Professional Development Concepts?

[1 Strong (3) [ Moderate (2) [0 Weak (1)
2. | How would you describe the practice of Continuous Profes-
sional Development at your school/province?

1 Strong (3) [ Moderate (2) [0 Weak (1)
3. | Have you seen/read the Continuous Professional Develop-
ment Framework Document approved by MoEYS?

L1 I have seen it and read it (2)

L1 I have seen it but not read it (1)

L1 I am not aware of this document (0)

4. | How would you describe your understanding of the Teacher
Career Pathway Framework of the MoEYS?

[1 Strong (3) [ Moderate (2) [0 Weak (1)

5. | How would you describe your confidence to set up a School-
based Continuous Professional Development System at your
school/province?

[ High (3) 0O Moderate (2) [ Low (1)
Total Score

Highest Score Possible: 14
Lowest Score Possible: 4
Midpoint Score: 9
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HANDOUT 14b: Continuous Professional Development Terms &
Definitions (Questions)

Under a School-based Management Approach, schools are empowered to set
the content of their CPD programs and self-implement; however, in order to
do this effectively, school managers and teachers must understand well
about CPD concepts, structures, and processes.

Directions: Based on your knowledge of Continuous Professional Development
Frameworks, match the terms given below with the appropriate definition pro-
vided in the table.

CPD Concepts, Structures, and Processes

e School-based Mentoring System e Teacher Self-Assessment

e INSET Activities e Professional Learning Community

e Teacher Technical Groups e Teacher Career Path

e Teacher Training Institutes e CPD Accreditation

e Professional Portfolios e Continuous Professional Development

e School-based Continuous Professional | ® Annual Professional Learning Plans
Learning Committee

Term

Definition

Concepts

A wide variety of specialized training, formal and informal education,
or advanced professional learning intended to help classroom teachers
and school directors improve their professional knowledge, skills, com-
petence, and effectiveness. The ultimate goal of this training is to im-
prove students’ learning.

Organizational Structures or Institutions that Support CPD

This refers to the permanent placement of a well-trained individual,
known as a Mentor, in a school whose primary role is to support the
technical development of other teachers. The Mentor’s role in such
systems is distinguished from the role of other education system offi-
cials (e.g., inspectors or school directors) because they do not officially
monitor teachers but keep all conversations confidential, as part of a
‘technical friendship.’

These are groups that are part of the official MoEYS structure whereby
a senior teacher is given a technical leadership role among other
teachers in their grade (at primary level) or subject (at secondary
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school level). Their role is to organize Thursday technical meetings,
classroom demonstrations, & other CPD activities.

This is a group of educators that meets regularly, shares expertise, and
works collaboratively to improve teaching skills and the academic per-
formance of students.

This refers to school-level committees that include school managers,
Technical Group Leaders, and some Teachers who will be responsible
for conducting professional development assessments; organize
school-based CPD activities; participate in INSET Workshops; and form
partnerships with Teacher Training Institutes.

Institutes at provincial and national level that are responsible for train-
ing both primary and secondary school teachers through PRESET as
well as supporting CPD activities through INSET activities.

Processes that Support CPD

This is the process of making judgments about the appropriateness or
effectiveness of one's own knowledge, performance, beliefs, products,
or effects, so that they can be improved or refined.

This refers to the various career paths that a teacher may choose from
as they advance from the position of normal teacher to more ad-
vanced status. There are three tracks to follow: 1) Teaching Track; 2)
Leadership Track; and 3) Education Specialist Track.

This is defined as the variety of activities and practices in which teach-
ers become involved in order to enrich their knowledge, improve their
skills in teaching and also enable them to become more efficient on
the job. INSET commonly takes the form of workshop but may also
take other forms as well.

This is a process through which teachers can receive formal credits for
attending training workshops when the training providers are CPD ac-
credited by the CPD Management Office (CPDMO) in Phnom Penh.
These credits can be used to move along the Teacher Career Path
structure approved by MoEYS.

This is a teacher profile comprising a set of documents compiled by
teachers that includes an updated resume, qualifying degrees and cer-
tificates, special mentions or awards received by a teacher, assess-
ments, annual professional learning plans, and other documentation
that helps teachers to track documentary evidence of their profes-
sional development.

These are plans that will be developed by individual school level per-
sonnel that outlines all CPD activities both planned and completed
within a given academic year. These plans will become part of a profes-
sional portfolio that can be included in the Teacher Profile and will be
used for evidence-based career advancement and/or awards.
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HANDOUT 14c: Continuous Professional Development Terms &
Definitions (Answers)

Review the Terms and Definitions below to see if you correctly matched the
terms with the appropriate definitions from the previous exercise. If you
noted any mistakes, discuss with colleagues what confused you to make the

wrong match.

Definitions of CPD Terms4

Term

‘ Definition

Concepts

e (Continuous
Professional
Development

A wide variety of specialized training, formal and informal educa-
tion or advanced professional learning intended to help classroom
teachers and school directors improve their professional
knowledge, skills, competence, and effectiveness. The ultimate goal
of this training is to improve students’ learning.

Structures or Institutions that Support CPD

e School-based

This refers to the permanent placement of a well-trained individual,

Mentoring known as a Mentor, in a school whose primary role is to support

System the technical development of other teachers. The Mentor’s role in
such systems is distinguished from the role of other education sys-
tem officials (e.g., inspectors, school directors) because they do not
officially monitor teachers but keep all conversations confidential,
as part of a ‘technical friendship.’

e Teacher These are groups that are part of the official MoEYS structure
Technical whereby a senior teacher is given a technical leadership role among
Groups other teachers in their grade (at primary level) or subject (at sec-

ondary school level). Their role is to organize Thursday technical
meetings, classroom demonstrations, & other CPD activities.

e Professional

This is a group of educators that meets regularly, shares expertise,

Professional
Learning Com-
mittee

Learning and works collaboratively to improve teaching skills and the aca-
Community demic performance of students.

e School-based These are school-level committees that include school managers,
Continuous Technical Group Leaders, and some Teachers who will be responsi-

ble for conducting professional development assessments; organize
school-based CPD activities; participate in INSET Workshops; and

form partnerships with Teacher Training Institutes.

14 Adapted from: MoEYS (2019) Continuous Professional Development Framework for Teachers & School
Directors, Phnom Penh: Author.
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Teacher Train-
ing Institutes

Institutes at provincial and national level that are responsible for
training both primary and secondary school teachers through PRE-
SET as well as supporting CPD activities through INSET activities.

Processes that Promote CPD

Teacher Self-
Assessment

This is the process of making judgments about the appropriateness
or effectiveness of one's own knowledge, performance, beliefs,
products, or effects, so that they can be improved or refined.

Teacher Career
Path

This refers to the various career paths that a teacher may choose
from as they advance from the position of normal teacher to more
advanced status. There are three tracks to follow: 1) Teaching
Track; 2) Leadership Track; and 3) Education Specialist Track.

INSET Activities

This is defined as the variety of activities and practices in which
teachers become involved in order to enrich their knowledge, im-
prove their skills in teaching and also enable them to become more
efficient on the job. INSET commonly takes the form of workshop
but may also take other forms as well.

CPD
Accreditation

This is a process through which teachers can receive formal credits
for attending training workshops when the training providers are
CPD accredited by the CPD Management Office (CPDMO) in Phnom
Penh. These credits can be used to move along the Teacher Career
Path structure approved by MoEYS.

Professional
Portfolios

This is like a teacher profile comprising a set of documents com-
piled by teachers that includes an updated resume, qualifying de-
grees and certificates, special mentions or awards received by a
teacher, teacher assessments, annual professional learning plans,
and other documentation that helps teachers to track documentary
evidence of their professional development.

Annual Profes-
sional Learning
Plans

These are plans that will be developed by individual school level
personnel that outlines all CPD activities both planned and com-
pleted within a given academic year. These plans will become part
of a professional portfolio that can be included in the Teacher Pro-
file and will be used for evidence-based career advancement
and/or awards.
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HANDOUT 15a: Linking CPD Concepts, Structures, & Processes To-
gether to Create a Logical Framework

Directions: Based on earlier discussions about terms and definitions, complete
the diagram below that outlines how you think a School-based Continuous Pro-
fessional Development System would look like when implementing School-
based Management principles. Use the terms provided in the table at the bot-
tom of the page to complete your diagrams. When you are done, compare
your completed diagrams with other groups to see where your understanding
was the same or different.

CPD Framework in
a School That Uses <
School-based Man- P
agement r A
Continuous >
Professional >
Development | 2
r A
r A
Institutional
Structures
> That Can €«
Support
CPD
| 2 r A &
e Teacher Technical Groups e Teacher Self-Assessment
e Professional Learning Community e School-based Continuous Professional
e Teacher Training Institutes Learning Committee
e Professional Portfolio e Teacher Career Path Planning
e Annual Professional Learning Plans e INSET Activities
e Ultimate Goal: Improved Student Learn- | ® CPD Accreditation
ing e School-based Mentoring System
e Common CPD Processes
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HANDOUT 15b: Continuous Professional Development Frameworks
in a School-based Management Environment

Compare the Flow chart below with the chart that you made in the exercise
in Handout 15a. Is your analysis of these terms and how they relate together
the same as the analysis provided in the chart below? What is different? Dis-

cuss with your colleagues about harmonizing your own chart with the one

provided below to improve your understanding of how these CPD factors are
related to one another.

CPD Framework in
a School That Uses
School-based Man-
agement

School-
based

Mentor- ->

ing Sys-
tems

| r

Teacher
Technical
Groups

Ultimate Goal:
Improved Stu-
dent Learning

r A

Continuous
Professional
Development

r A
r A

Institutional
Structures
That Can Sup-
port CPD

r A

Professional
Learning Com-
munities

A

LA A7

Common CPD
Processes
Teacher
Career Path  CPD Accreditation
Planning
Teacher Self- Annulal FC
P sional Learning
Plans
INSET Professional
Activities Portfolio
Teacher
Training In-
stitutes

School-based
CPD Commit-
tees
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HANDOUT 15c: Continuous Professional Development Activities to

Consider for Your School?’

This Handout provides a list of 15 possible Continuous Professional Development
Activities that you could do at your school. Review the list with your Facilitator to
better understand what each one entails. An even more comprehensive list of
CPD activities exist in the MoEYS’ Continuous Professional Development Frame-
work for Teachers & School Directors in Appendix H.

Group Exercise: After reviewing each activity, complete the following table with
tick mark (0) in your group on a sheet of poster paper and be prepared to share
your considerations with the large group.

Sample Activities to Promote Con-
tinuous Professional Development

Has your

school ever
done this ac-

tivity?

Is it feasi-

ble at
your

school?

Would you
require
budget to
doit?

Yes

No

Yes

No

Yes | No

Pick 5 activi-
ties your
school might
actually do.

()

Action Research

Book Study

Exposure Visits

Coaching

AR Eal Bl Eal R

Work with Community
Organizations

Curriculum Mapping

Analyze Student Data

Hosting a Student Teacher

© 00|~ |0

. Integrated Curriculum Planning

10.Keeping a Journal

11.Social Media Networks

12.0nline CPD Programs

13.Joining Professional Organiza-
tions

14.Summer Study

15.Technical Group Leader Projects

Be ready to explain why you chose the 5 potential activities that you did. What at-
tracts you to these choices? Do you have technical resources to do them? Do you

have budget to do them?

15 Ibid.
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Common Continuous Professional Development Activities for School Level

CPD Activities Description

1. Action Research Teachers can use their classrooms as research sites.

2. Book Study Teachers choose a book on an important educational issue of rele-
vance and read together, discussing ideas during scheduled meet-
ings.

3. Exposure Visits Teachers visit the classrooms of colleagues or in other schools to
review and expand their own personal pedagogy. Visits should be
structured with clear outputs.

4. Coaching Teachers ask for and receive feedback about their practice after be-
ing observed by a coach (e.g., colleague or other observer (TTl, etc).

5. Work with Teachers receive opportunities to work with Community Organiza-
Community tions to develop their leadership skills and better understand local
Organizations communities.

6. Curriculum Curriculum maps are tools to organize teaching. By mapping what is
Mapping actually taught and when, teachers can modify their instruction.

7. Analyze Student Teachers use data to make better decisions about what to teach,
Data how to determine if students understand what was taught, etc.

Teachers can use tests, student portfolios, or observations for this
purpose.

8. Hosting a Student Hosting a student teacher puts teachers in a mentoring role. Men-
Teacher tors learn as much about their own practice as they do while help-

ing a new teacher develop his/her own practice.

9. Integrated Teachers organize curriculum so that it cuts across subject matter
Curriculum lines, bringing topics into meaningful associations and allowing stu-
Planning dents to focus on broad areas of study.

10. Keeping a Journal Keeping a pedagogical journal is a technique for recording observa-

tions and reflections on one’s teaching. It contributes to Reflective
Teaching.

11. Social Media Technology networks can help teachers to communicate with a
Networks larger and more diverse groups of educators beyond one’s own

school to share ideas and new practices.

12. Online CPD Teachers can receive credits from organizations that provide train-
Programs ing programs online, which use tutorials & self-guided programs.

13. Joining Professional | Associations for subject teachers (e.g., Math Association) provide a
Organizations good opportunity for improving one’s professional knowledge.

14. Summer Study Teachers may also attend special courses with scholarship support

from the school at local institutes and universities.

15. Technical Group One role of the Technical Group Leader is to help a group of techers

Leader Projects

identify a project that is meaningful to them and then work through
the steps needed to carry it out.
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HANDOUT 16a: Creating a Successful Continuous Professional De-
velopment System

Putting Together a Plan to Emplace a School-based CPD System

One of the key objectives of this module is to help school managers know what
they should do when they return to their schools to set up a School-based CPD
System. The following are some suggestions:

Suggestion 1: Gather together some useful documentation so that you better
understand the policy framework of MoEYS as this concerns CPD systems.
Some useful documentation to read includes the following:
e Continuous Professional Development Framework for Teachers and School Di-
rectors, 2019-23
e Continuous Professional Development Handbook
e Professional Learning Community Handbook

These documents are available on the MoEYS Website
(https://www.moeys.gov.kh/index.php/kh/

Suggestion 2: Meet with Key Teaching Personnel at your school (e.g., Vice Di-
rectors, Technical Group Leaders, etc.) and increase their awareness of CPD
issues. You might consider replicating this module using the Handouts that
have been provided to you.

Suggestion 3: Set up a School-based CPD Committee at your school, as per
the guidelines in the MoEYS’ Continuous Professional Development Framework
document that includes key leaders among your teachers. Try to ensure that
the most dynamic leaders in the school with a good knowledge of pedagogy
are in leadership roles in this committee.

Suggestion 4: Carry out a needs assessment to identify the most important
capacity needs at your school through surveys, interviews, and other means.

Suggestion 5: Encourage teachers to move towards the establishment of a
Professional Learning Community. This is not always an easy thing to do be-
cause a PLC is not a formal committee or structure but rather an informal net-
work of teachers who help each other and share things together. But a school
can at least start the process by connecting teachers together in social media
groups whose purpose is sharing and increased communication among teach-
ers. Other sub-groups may form later. Read the PLC Handbook by MoEYS to get
further guidance about creating a such a community at your school.

Suggestion 6: Identify some CPD providers in your area who can provide sup-
port with INSET or online courses (e.g., LNGOS, TTls, etc.).
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Suggestion 7: Ensure that you include budget for CPD support activities in
your School Improvement Plan.

What does the global research say about Implementing School-level
CPD Systems?

Many other countries besides Cambodia are seeking to use School-based Man-
agement Approaches to improve school organization as a means to set up
school-level CPD Systems. The global research indicates that many countries
are failing in these efforts.'® Here are some of the reasons that researchers re-
port why School-level CPD Systems often fail:

1. Low Priority: Teachers just focus on their private classes and other routine
tasks and put a low priority on professional development.

2. Lack of Leadership: There is no one at the school with high expertise in CPD
to effectively coordinate CPD activities so there is a situation of the ‘blind
leading the blind.’

3. Low Motivation: Teachers simply complete CPD tasks in a mechanical way
without putting their hearts into it. Therefore, there is little impact on class-
room practice.

4. Limited Time Availability: The time allocated to CPD activities (e.g., 2 hours
per week) is too little to really have an impact on teachers’ knowledge and
skills.

5. Low Relevance: Teachers really do not see CPD activities being relevant to
either their advancement or the real problems at the school. It is just one
additional bureaucratic burden that they have to do without knowing why.

6. Lack of Resources: Even when a school tries to make an effort to imple-
ment CPD Policy, there are no resources for workshops, exposure visits, ac-
tion research, etc.

7. Difficult to Move from Assessment to Action: After schools do an assess-
ment of the situation in their school, there is an inability to match the find-
ings with substantial solutions that can have impact.

8. Lack of Documentary Material: Schools have little access to documentation
in the national language to help them better understand the CPD process.
Those documents that exist are very dense and difficult to read.

Group Discussion: Review the questions below in your small groups and for-
mulate answers based on your own experiences and those of others. Be pre-
pared to discuss your answers with the whole group.

16 For example, Craft, A. (2000). Continuing professional development: A practical guide for teachers
and schools. (2™ ed). London: Routledge Falmer.
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Questions for Discussion:

1. How many of the problems cited above do you think are relevant to Cam-
bodia (e.g., All of them? Most of them? Some of them? Etc.)?

2. Of the problems cited above, which two or three do you think are the most
important in the Cambodian context and also the most difficult to solve?

3. For the two or three problems that you cited of the highest priority, how
would you go about trying to solve them at your school or in your province?
Try to be specific when describing your solutions.

Answers
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HANDOUT 16b: Should We Use Tests to Judge the Effectiveness of a
School-level CPD System?

Why Use Tests to Assess CPD Effectiveness?

For many educators, the bottom line about whether Continuous Professional
Development activities are effective should be that students demonstrate im-
proved learning. If students’ learning is better, then it says something very pos-
itive about the changes that have occurred in teachers’ professionalism, ability,
and general classroom practices.

For many educators, the easiest way q

to find out if students are learning —
better is to look at test scores. The
purpose of tests is to evaluate stu-
dents’ understanding of curricular
content; therefore, these seem like
the ideal tools to assess students’
learning achievement and by exten-
sion, the effectiveness of a school’s
Continuous Professional Develop-
ment System. But some schools do
not trust teachers’ tests because
they may want to show a good re-
sult to avoid blame; this encourages teachers to make easy tests. Therefore,
education systems sometimes impose standardized tests for schools to use in
order to more reliably assess students’ learning.

Does Everyone Agree That We Should Use Tests to Assess CPD Effective-
ness?

The answer to this question is, ‘No,” not everyone agrees with the view ex-
pressed above. The reason for the unwillingness of some educators to assess
CPD systems by primarily using tests stems from a practice known as, ‘teaching
to the test.” This means that teachers desperately want to avoid being blamed
by their superiors for poor student learning. Since teachers reason that they
will be held accountable based on the results of the tests administered to their
students, they do everything that they can to make sure that students pass the
tests. That is, all of their teaching centers around helping students to succeed
on the tests.

The problem with ‘teaching to the test’ is that paper and pencil tests often fo-
cus on lower order thinking skills such as Remembering and Understanding.
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Skills such as Application, Analysis, and Evaluation are often overlooked. In ad-
dition, a singular focus on ‘test-taking’ generally means that teachers are not
interested in new methods of teaching, using science labs, or using ICT in edu-
cation because these do little to help students pass tests. Therefore, the prac-
tice of ‘teaching to the test’ actually undermines efforts to encourage teachers
to use new teaching practices.

Alternate Methods of Assessing CPD Systems

Opponents of using tests as the primary means to assess CPD effectiveness ar-
gue that teachers should be judged on more than just test results. Schools may
look at test results to some degree, but these should only be ‘ONE’ of several
measures of how teachers are judged. Other useful terminal measures of the
effectiveness of a CPD system may include the following:

1. The rate of transition to university or vocational schools

2. The number student projects that are completed during a year

3. The number of awards and medals received by a school

4. Parental demand to send their children to a school

There may be many other terminal measures of CPD effectiveness that can
also be used in this regard; however, using tests alone may undermine CPD ef-
fectiveness.

1. Discussion Questions

2. Which viewpoint do you agree with above? The Pro-test Viewpoint or the
Anti-Test Viewpoint? Explain why you agree with a specific viewpoint by
listing out your reasons.

3. Have you ever been in a situation where you felt that your school was doing
a good job but the test results said the opposite? If yes, how did you push
back against the test results criticism? What actions did you take? Were you
effective in these efforts?

4. Do you think you could track some of the alternative measures of assess-
ment of teachers’ capacity that are mentioned in the paragraph above (e.g.,
transition to university, etc.)? Pick one or two alternative measures of track-
ing teachers’ effectiveness and describe what you would have to do to get
this information.
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Answers
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HANDOUT 17: Defining Common Planning Terms

Directions: Read the common terms used in planning below and try to classify them
according to which ones have similar meanings. List terms with similar meanings in the
table provided. An example is done for you. Some definitions may apply to more than
one word depending on the planning approach that participants have previously used.
Before making your answers, discuss carefully with other people in your group accord-
ing to their previous planning experience. At this point in the exercise, there is no one
correct answer so groups may differ in the way that they have classified terms. Then,
as a large group, participants should try to match terms with the definitions provided
in the second table in order to standardize the meanings of terms to be used in the
present exercise.

a. Goal e. Indicator* i. Need m. Objective
b. Activities f. Solution j- Indicator* n. Resources
c. Inputs g. Output k. Aim o. External Factor
d. Assumption h. Problem |. Outcome p. Indicator*

*The word indicator is listed 3 times because Khmer has 3 different terms which each
mean indicator.

List equivalent terms in each of the rows provided below. An example is done for
you.
1. Goal Objective Outcome Aim

N |k wIN

Definition Term(s)

1. Something that we are not satisfied with or that is an obsta-
cle to our goal.

2. The overall positive outcome that we want to see in our
plan.

3. Specific positive outcomes or conditions in a plan that con-
tribute to the overall goal.

4. Materials or things that we need to implement the plan.

5. Conditions over which we have no control that may affect
the implementation of the plan.

6. Things that one does to implement the plan and that require
resources to do

7. Things we use to measure progress towards our goals.
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HANDOUT 18: Some Basic Observations about the Planning Process

Why Should We Plan? The national ambition for education quality and student
learning is very high. In order to achieve that ambition, Cambodian schools should
create a plan that tries to address any problems identified that constrain educational
quality and student learning. Planning that is done in an SBM context where schools
have high Autonomy to make decisions regarding the allocation of resources and
changes in the organization of the school tend to yield the best results.

Planning & Implementation: School Improvement planning is not something that we
do at the beginning of the year and then forget about as the year progresses. Too of-
ten, School Directors put their plans in their desks and forget about them. Rather,
planning is as much about the implementation of the plan, as it is about making the
plan itself. An example of the different components in a planning process is shown
in the diagram below.

School School Completion of

ment Plans

Assessment Improvement :D i
(Prob]em @ Planning School Improve Iﬂ

Analysis) Workshop
ﬁ Review &
Approval of
Evaluation of School Planning Process School
Implementa- Improve-
tion ment Plans
Implementation Grant Disburse-
of Activities in <:| ment/ Allocation of
the Plan Resources

Please note that planning always starts and ends with a Problem Analysis.
Planning Workshops should involve all relevant stakeholders. Relevant stakehold-
ers should include the following groups shown in the table below. It is necessary to
invite as many stakeholders as is reasonable to the “start-up” meeting where the the
aims and processes of the School Improvement Planning Process are explained, so
that all participants have a common understanding and know what is expected of
them. But then, depending on availability of the different stakeholder groups, subse-
guent meetings may take place on different days.

Suggested List of Stakeholders Who May Join a School Improvement Planning Meeting:

= School directors, Vice directors = Police

= Teachers = Students/children from community

=  SMC (School Management Committee) » Local authorities (village chief, commune
=  Community members chief, CCWC representative, etc.).

= Parents of children in school = Leaders of religious groups (Buddhist,

= Health center staff Muslim, Christian, etc.)

122



Implementing School-based Management

Time Needed for a Planning Workshop: An actual school plan may take several days
to complete; and will require a sub-committee of stakeholders working afterwards to
finalize detailed schedules and budgets.

Need for Reviews & Approvals: When the plan is finally completed, it should be sent
to the District Office of Education for review and approval. It is always important to
keep the district informed of what is happening at one’s school. If your school is part
of a project, someone from the project may also have to sign.

Identifying the Resources Needed to Implement the Plan: Once the plan is ap-
proved, schools may begin to identify the needed resources for the plan. Such re-
sources may come from a project, the School Operating Budget, community contri-
butions or a combination of these. Whatever the source of resources, they should
always be used transparently.

Evaluating Impact of the Plan: At the end of the school year, the school should eval-
uate the impact of the implemented interventions. This evaluation will provide the
starting point for the creation of a new school improvement plan for the new aca-
demic year ahead.
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HANDOUT 19: General Principles to Help Organize the Planning Pro-
cess:’

1. Balance among Different Dimensions. The MoEYS’s Child Friendly School Policy
calls for the implementation of activities across several dimensions. Therefore, it
is important that the planning document include a range of activities from ALL di-
mensions, not just one or two.

2. Organize Stakeholders into Homogenous Groups. In many cases, some stake-
holders tend to dominate other stakeholders. For example, teachers and commu-
nity members may not dare to contradict an opinion expressed by the School Di-
rector because the Director has a higher social rank. When stakeholders do not
express their views in the planning process, they will have less ownership of the
final plan. Therefore, it is suggested that when the time comes to identify prob-
lems and activities in small groups, stakeholders should sit in groupings of the
same composition. That is, all school administrators sit in one group, community
members in another group, SMC members in another group, health centre staff
and police in one group, (etc.). This will help ensure that everyone feels free to
express his or her views.

3. Engaging Children/Students in the Planning Process. It is important and neces-
sary to have children involved in the SIP process. However, if we just include chil-
dren in our regular workshops where there are many adults sitting around the ta-
ble, then it might not be an effective way to involve children because they may be
afraid to contradict or insult their elders. This will prevent them from showing

genuine participation because of the custom called ‘Krang Chit’ (E‘Lﬁ&’a’ﬁ).

The best way to involve children in the planning process is to have a separate
one-half day workshop that only about 15 to 20 children attend. It is important
that school and education authorities do NOT attend or facilitate the workshops
for children, so that they can express themselves without fear of reprisals. The
school should choose a single teacher who merely gives students some general
directions about identifying problems etc. in the school but then allow the chil-
dren to work independently without teacher supervision. Workshops for children
could include asking them to identify and express their ideas of what a “good
school” looks like, or what “effective learning” looks like, or what “reaching my
potential” looks like. Activities could include asking child participants to draw a
picture of their ideal school; engaging children in a process exactly like the SIP
process which adults implement; enabling children to develop a short drama
about the constraints to learning at their school; and so forth.

4. Determine How Many Resources There Are to Implement Your PLan. Review
with school directors how much money they think they have for their planning.

17 Adapted from IBEC 2011, Secondary School Planning Activity Menu: A Guide to promote stakeholder-driven
development. KAPE: Kampong Cham, Cambodia.
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This point touches on an earlier training session about ‘Setting one’s Expecta-
tions.” If the school has resources from many sources (e.g., government, project,
community, etc.), then the plan can be very ambitious. Fewer resources (e.g.,
government resources only) may mean that the plan is less ambitious. If the
school further determines that it has a great deal of Autonomy to make changes
as per the School-based Management approach, then the plan can be even more
ambitious. Start the process of setting expectations and the ambitiousness of
one’s plan by determining your access to budgetary resources.

. Set Priorities. The needs analysis step will probably reveal many gaps in the
school’s delivery of quality education. However, because there is not an infinite
amount of money or technical resources to help meet those gaps, the SMC and
others involved in developing the SIP will need to set priorities. To help set priori-
ties, it is helpful to take a “long view” (think in terms of 3 to 5 years) rather than
just thinking about the current year. Many improvements will only happen incre-
mentally — step by step. So the planners must keep this in mind too.

Ensure No Overlap Between Budgets. A school may have different budget
sources. Schools that receive budgets from special development projects or do-
nors should use those financial resources to do activities that are not possible un-
der School Operating Budget guidelines from MoEYS. Therefore, an SIP should
not include budget items that are already covered by School Operating Budget (or
other related government projects). The following items are examples of expendi-
tures that schools are already allowed to use their School Operating Budget to
cover: Flower gardens, Sports Equipment, Fine arts equipment, Flagpoles, School
Gates, and School Office Supplies. So, none of these items should be included in
the SIP budget or activity list.

. Obtain Necessary Signatures. Locally developed school improvement plans
should be signed by the District Office of Education (DoE) to ensure that District
authorities are aware of the nature of the investments to be made in the schools
under their jurisdiction.

Post the Plans Publicly. When the school improvement plan is completed, it is
important to have the school display the plan on a piece of poster paper in the
main office. This will help to ensure there is transparency about what activities
have to be done, who is responsible for organizing them, and how much money
has been allocated for the implementation of each activity. It is also helpful to
post the SIP in other public places, so that the whole community is aware of the
content and the budget for improving education and enhancing learning in their
school.
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HANDOUT 20: Introduction to Logical Framework Approach Plan-
ning

How Much Do You Know About Logical Framework Approach Planning?

Read each question below and indicate your knowledge or opinion with an appro-
priate response.

1. Have you ever heard of Logical Framework Approach before?
OYes ONo

2. Do you think that Logical Framework Approach is a new approach to planning?
OvYes ONo

3. Does your school use Logical Framework Approach in its planning?
OYes ONo

In your groups, very quickly tabulate everyone’s responses by completing the follow-
ing table. Indicate the number of people in your group who said ‘yes’ or ‘no’ to each
question.

Question Number Yes | No Review your answers in the large
Question 1 group. Report your responses to
Question 2 the Facilitator.

Question 3

What is the Logical Framework Work Approach to Planning?

A log frame is a tool for improving the planning, implementation, management,
monitoring and evaluation of projects. The log frame is a way of structuring
the main elements in a project and highlighting the logical linkages between them.

Some Key Aspects of Logical Framework Approach that Distinguishes It from

Other Planning.

e Logical Framework Approach Plans are not simply a list of activities in a schedule.
Each activity must be ‘logically’ justified by its relationship to an objective.

e Logical Framework Approach Plans always start with a Problem Analysis

e Every Logical Framework Approach Plan has only ONE central problem and ONE
central Objective or Goal.

e Each Element in a Logical Framework Plan is logically connected:

Problems =2 Objectives =» Activities = Resources =@ Indicators
Logically Help to Logically help Logically Help to logically
help to logically to support ob- support assess objectives
identify identify ac- jectives activities. v
objectives tivities v

) € € € € €
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HANDOUT 21: Doing a Problem Analysis

1. The Relationship between Problems and Objectives

e Consider the following hypothetical question: Is it possible to have objectives
in a school if there are no problems? If such a school existed, it would be difficult
to formulate objectives since objectives are usually directed at solving prob-
lems. An objective is in fact the opposite of a problem — it is the conversion of a
negative condition into a positive one. Look at the following example.

Example:

Problem Objective

Children have no textbooks ———»  Children have textbooks

e Based on this line of reasoning, we can conclude that writing objectives in an
annual plan should first be based on a good understanding of what the prob-
lems are.

2. Doing a Problem Analysis

Consider another question: Are all problems the same? Based on our experience in
real life, all problems are clearly not the same. Some problems may be more important
than others; some problems may be causal and other problems may be effects; and
some problems can be causes and effects at the same time.

In order to help us distinguish between problems, planners sometimes do what is
called a PROBLEM ANALYSIS. Such an analysis is an attempt to link problems in a way
that shows their causes and effects. In doing such an analysis, we must start with what
is known as the CORE PROBLEM of which there is usually only ‘one’ in any plan. As its
name suggests, a core problem is the most central in any given context. It is the prob-
lem to which all causal problems point and from which many long-term problems de-
rive.

STEP 1 (Find the Core Problem): The first step in doing a problem analysis requires
that we find a core problem. All participants in a meeting must agree on ONE core
problem. Initially, there may be many opinions about what is the biggest, most central
problem in a community. Suppose that a group of commune chiefs were meeting to-
gether to create a Problem Analysis about the key problems

faced by farmers. The Commune Chiefs in this hypothetical set- Farmers are
ting might cited the two biggest problems as follows: Poor
o Farmers are Poor A

o Rice harvests are poor.

Rice Harvests

In analyzing the relationship between these two problems in or- are Poor
der to find a core problem, those making the plan may ask them-
selves the following question, ‘Which comes first: Do poor rice harvests make farmers
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poor or does being poor lead to poor rice harvests?’ The most logical way of arranging
these problems would probably put poor rice harvests as the leading, causal problem
since farmers’ incomes are based on the cultivation of rice. It is important, however,
for everyone to agree that this is the relationship between problems. That is, problem
analysis in a group must be governed by CONSENSUS, not by someone telling others
what they should do or think. But using logic is a good way of building consensus.

STEP 2 (Find the Causal Problems): Once a group has agreed on the core problem, the
next step in the problem analysis is to determine other causal problems that lead to
the core problem. Participants in a planning meeting might come up with the following
hypothetical problems as part of the problem analysis (see below). These might be
written on cards so that they can be easily manipulated to build the diagram shown
below.

Poor land

Flooding

Inadequate supplies of water

Disease and insects

Farmers lack knowledge of good agricultural practices
No irrigation

o No capital to buy fertilizer and insecticides

O O O O O O

STEP 3 (Organize All Problems into a Problem Tree): After creating such a list, the next
and final step in a problem analysis would be to try to arrange these other problems
into the form of a diagram in which causes are at the bottom and effects are at the
top. Look at the example provided below.

EFFECTS

Example of a
Problem Tree

Farmers are poor

Rice Harvests are
poor

Inadequate

. Flooding Disease & Insects Poor Land
supplies of water

Farmers lack
capital to buy

fertilizer &
insecticide

No system of
irrigation to
control water
supply

CAUSES

The resulting diagram is called a PROBLEM TREE. When reading a problem tree, we
usually read it from the bottom (that is, from the causes) to the to the top (that is, to
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the resulting effects). Note that depending on their relationship to each other, prob-
lems can be either causes or effects. For example, “flooding” may be the effect of “not
having a system of irrigation”; but in relation to “poor rice harvests,” flooding would
be a cause instead.
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HANDOUT 22: Doing an Objectives Analysis

1. Definition of an Objective:

Once you have completed a Problem Analysis, doing an Objective Analysis is easy be-
cause an objective is simply the opposite condition of a problem. Thus, we define an
objective as a desirable, POSITIVE CONDITION that we want to achieve in our plan.
Note that for purposes of needs-based planning, we state objectives as conditions and
without the use of verbs such as increase, improve, etc. as initial terms.

2. Doing an Objectives Analysis:

Doing an Objective Analysis requires that we change each problem in a Problem Tree
to a positive or the opposite condition. For example, look at the problems from our
sample problem tree in the previous lesson. How would you change each of these
problems into a positive condition? Some examples are already done for you. Fill in
the rest of the table as a large group.

3. Large Group Exercise
Converting Problems to Objectives: Fill in the table below by changing each problem
to a positive condition, which we call objectives.

PROBLEM > =5 = OBIJECTIVE

Farmers are poor Farmers are prosperous
Rice harvests are poor Rice harvests are good
Poor land

Flooding

Inadequate supplies of water

Disease and insects

Farmers lack knowledge of good agricultural prac-
tices

No irrigation

9. No capital to buy fertilizer and insecticides

Nk wIN e

®

4. Converting the Problem Tree into an Objective Tree:

Once you have completed the table above, you are now ready to change the Problem
Analysis that you did earlier into an Objective Analysis. Convert each problem in the
Problem Tree into an objective using the conversions that you just completed in the
table above.
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A completed Objectives Tree would look like the diagram below:

Farmers are
prosperous

Long-term Objective

Rice Harvests are

Short-term Objective
good

Disease & Insects

There is no
Flooding are Controlled

Water Supplies are
Adequate

Land is Fertile

Farmers have
Capital to buy

There is a System
of Irrigation to

control water Fertilizer &
supply Insecticide
J
Outputs

5. Reading the Objective Tree:

As with the Problem Tree, we read the Objective Tree from the bottom to the top.
That means that the achievement of objectives at the bottom of the tree will lead to
or enable the achievement of objectives at the top. Reading the Objective Tree in this
way is also a good way to review the logic of the diagram and to make changes accord-
ingly. Also, when reviewing the Objective Tree, be sure to check whether all the objec-
tives are phrased in realistic terms. For example, an objective that states that “there
is no dropout” clearly is not realistic.

6. Kinds of Objectives

Lastly, one should note that the Objective Tree represents a hierarchy of objectives
that includes the LONG-TERM OBJECTTIVE, SHORT-TERM OBJECTIVE, and OUTPUTS.
Although we might call them by different names, they are all still objectives. Although
we do not include the objectives below our outputs in the actual plan, they are still
important because they suggest useful strategies and activities to achieve the outputs.
Note that we usually take the first row of objectives under the Short-Term Objective
as our Outputs for two reasons. First, all the objectives below them are already sub-
sumed under each output. Secondly, this helps to limit the number of indicators that
we must write because it is only necessary to write indicators up to the Output level
and above.
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1. How to Write Activities

Implementing School-based Management

For purposes of this planning exercise, activities are defined as interventions de-
signed to bring about a desired condition or solution to a problem.

Based on this definition, activities should be paired with the objectives or condi-
tions to which they apply in the planning matrix. REMEMBER, we only need to
make activities for those activities which we call OUTPUTS. So, we do not need to
formulate activities for the Long-term or Short-term Objective.

Before actually writing activities, planners should observe some general guidelines.
1. First, activities should begin with verbs.
2. Secondly, in wording activities, there are some verbs which participants are ad-

vised to avoid. These verbs include strengthen, improve, advise, encourage, ad-
vise, suggest, help, and disseminate among others. These words, when used,
tend to make activities very vague and do not help implementers know exactly

what they have to do. They should, therefore, be avoided at all costs.
3. Below is a listing of some appropriate words used when writing activities:

Useful Activity Words
Train Make Establish Survey
Meet List Organize Purchase
Distribute Construct Write Produce
Provide Select Develop Schedule
Check Deter- Assemble Gather
mine/ldentify
Plan Find Conduct Record

2. Writing Concrete Activities: An Exercise

Directions: Read the list of Outputs below and identify one or more appropriate ac-
tivities to realize the solution.

Proposed Output

Appropriate Activities

1. Children's learning im-

proves.

2. Fewer children drop
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Proposed Output

Appropriate Activities

out of school.

. School is more rele-

vant to children's
every day needs.

More children have
access to secondary
school

Classrooms are less
crowded.

. Science labs have a

high rate of usage.

. Teachers have oppor-
tunities for Continu-
ous Professional De-
velopment.

. Teachers more ac-

tively use ICT in their
instruction.
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HANDOUT 24: Resourcing the Plan

1. Kinds of Resources

Resources to implement plans can be described in many ways. Resource categories
are varied and sometimes overlap. Some of these are listed below. Give examples of

each kind of resource cited.

Kind of Resources

Examples

Material

Technical

Human

Time

Financial

In Kind

2. Format to be Used in Expressing Resources in the Local Plan

For purposes of this planning exercise, planners may show needed resources in one
of two formats. One simple format that can be used to describe needed resources
employs a short descriptive statement of resource categories such as that shown in
the Activity Menu explained earlier. In this format, we think of resources in terms of
the categories enumerated in the table above.

Another format used to describe needed resources is more detailed and uses specific
formulae that express resource needs in monetary terms. An example is provided be-

low:
Resource Needed Number | Hrs/Days/Months Rate Total (S)
of Units
Community Teacher 10 30 days S1/day $300.00
Writing Books 500 -- $0.50/ea | $250.00
Etc.
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When planners express the resources needed in this way, they must indicate the num-
ber of units, hours/days/months required, and the rate for each unit in order to calcu-
late the total budgetary amount needed for a particular item. Please note that de-
pending on the item needed, it may not be necessary to indicate time in order to cal-
culate the amount of money needed.

135



Implementing School-based Management

HANDOUT 25: The Log Frame Planning Matrix

When setting up your School Improvement Plan, use a matrix that looks like
the one below. All of your Objectives, Outputs, Activities, etc. may be easily
placed in the appropriate cells provided below.

Long-Term Objective Indicators External Factors (Optional)

External Factors refer to
conditions over which we
Short-Term Objective Indicators have no control but which
may affect the implementa-
tion of the plan. External
Factors are stated as ‘posi-

Output 1: Indicators tive’ assumptions that may
or may not be true. For ex-
ample:

Output 2

e Schools will not be dis-
rupted by Covid19.

Output 3 e Floods will not overly
delay the opening of
schools.

Output 4 e Economic disruptions in

local communities will
not unduly affect stu-
Output 5 dent attendance

e Etc.

Activities Resources

1.1.

1.2.

13

2.1.

2.2

etc.
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No

Activity

November

December

January

March

April

May

June

July

1

213

4

1

213

4

213

4

Persons
Responsible
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HANDOUT 27a: Defining School-based Indicators and Coordinating
Them with National Standards of School Performance

Why Use Indicators

The final stage in the planning process is to set indicators. There are a number
of reasons why it is important to include indicators in a plan. These include the
following:

¢ Indicators help planners know if goals are being met. This information is crit-
ical to holding schools Accountable for their performance. Thus, we say that
Indicators are the key to Accountability Principles in School-based Manage-
ment.

e Indicators help planners know if and to what degree solutions are working or
contributing to the overall goals.

¢ Indicators provide guidance to planners about how the plan should be mon-
itored. This relates especially to what information must be collected period-
ically in order to assess the progress of the plan.

Exercise: Coordinating School-based Indicators with National Standards
Specific projects that are funding your school may require that you coordinate
indicators in your School Improvement Plans with their Indicator framework. In
such cases, you may need to create a format in your plan where you match
School-based Indicators with National or Project-wide Standards of Perfor-
mance. An example is provided for you below. Using the list of National Stand-
ards provided at the end of this Handout, try to find other National Standards
from the list below that also matches examples of school-based indicators:

School-based Indicator(s) Relevant National Standard(s) Relevant School
(Examples) Operating Area?®
5. The SMC meets regularly at Number of School Manage- School Admin-
least once a month over a ment Committee meetings istration, Moni-
10-month period. conducted as guided. (Indica-  toring, & Com-
tor 3.2) munity Relations
6. The number of students in School Admin-
all grades dropping out of istration, Moni-
school expressed as a per- toring, & Com-
centage declines from the munity Relations
previous year every year.
7. At least 90% of classrooms Instructional
report having 40 students Management

or less each year.

18 See Handout 5a.
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8. At least 25% of students in Instructional
the school have access to Management
Life Skills courses each year.

Depending on your expectations (i.e., whether the school has many resources
or very limited resources) and the scope of your plan, your school may be com-
pliant with only a few or many National Performance Standards. Thus, the num-
ber of National Performance Standards that a school may address may vary from
school to school in accordance with the resources available.

Setting Performance Standards Using National Standards and the SBM Para-
dox

Readers may remember a concept introduced earlier called the ‘SBM Paradox’
(see Handout 4). This concept is very relevant when trying to understand the
tension that school-based stakeholders may feel when they try to use their Au-
tonomy to set their own assessment standards and indicators while at the same
time, they need to follow a National Framework.

It is advised that school-based stakeholders try to seek a balance between set-
ting their own indicators and working within a national framework of standards.
As public schools, we must work within a national system with centrally set pol-
icies and standards. This is the reason that schools are advised to set their own
indicators as explained above but try to match as many of these indicators as
one can with national standards to show that the school is still working within a
national framework but maintaining its Autonomy to set its own performance
indicators as well.

Knowing National Standards as a Reference in Formulating School-based In-
dicators

The following list of 65 National Performance Standards may be useful for
school-level stakeholders to be aware of when formulating school-based indica-
tors. Although your school may have different priorities, it is important to try to
ensure that your school planning contributes in some way to achieving National
Standards of Performance. Please see the list below:
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List of Suggested National Standards?®

Standard 1: School Policy Objectives Ref No.

1.1 Improvements in Enrollment, Repetition, Dropout, and Promotion by grade 1.
(number of students)

1.2 Percentage of students achieving annual learning outcome scores more than 2.
60% on core subjects.

1.3 Percentage of student achieving annual learning outcomes more than 60% in 3.
science subjects.

1.4 Percentage of Grade 9 students who pass standard reading speed and compre- 4.
hension standard (above 200 words per minute).

1.5 Percentage of Grade 9 students passing national examinations. 5.

Standard 2: Teaching and Teaching Schedule

2.1 School has teaching schedule by subject 6.

2.1.1 Number of lesson plans developed by Core Subjects in Grade 7 according to 7.
annual planning targets.

2.1.2 Number of lesson plans developed by Core Subjects in Grade 8 according to 8.
annual planning targets.

2.1.3 Number of lesson plans developed by Core Subjects in Grade 9 according to 0.
annual planning targets.

2.3 Percentage of students passing core subjects 10.

2.3.1 Percentage of Grade 7 students passing core subject test scores as compared 11.
with annual plan targets.

222 Percentage of Grade 8 students passing core subject test scores as compared 12.
with annual plan targets.

223 Percentage of Grade 9 students passing core subject test scores as compared 13.
with annual plan targets.

24 Percentage of grade 9 students passed semester examination 14.
2.5 Increase in the number of classes have meeting between teacher, parent and 15.
students who are slow learners (repeaters from previous school year, students
who have end previous school year test scores and first monthly test scores of

the school year below 60%) as compared with plan target
2.6 Decrease in average of shortage of instructional hours. 16.
2.7 Decrease in the average shortage of instructional hours of grade 7 17.
2.8 Decrease in the average shortage of instructional hours of grade 8 18.
2.9 Decrease in the average shortage of instructional hours of grade 9 19.
2.10 Percentage of student absences decreases 20.
2.11 Percentage of grades/students that receive homework 21.
2.11.1 | Percentage of student homework provided to grade 7 students by core sub- 22.
jects (Khmer, math and sciences) compared with annual plan targets
2.11.2 | Percentage of student homework provided to grade 8 students by core sub- 23.
jects (Khmer, math and sciences) compared with annual plan targets
2.11.3 | Percentage of student homework provided to grade 9 students by core sub- 24,
jects (Khmer, math and sciences) compared with annual plan targets
2.12 Percentage of student project work 25.
2.12.1 | Percentage of student project work provided to grade 7 students by core sub- 26.
jects (Khmer, math and sciences) compared with annual targets

19 Adapted from: SEIP (2017) School-based Management Manual, Phnom Penh: MoEYS.
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2.12.2 | Percentage of student project work provided to grade 8 students by core sub- 217.
jects (Khmer, math and sciences) compared with annual targets
2.12.3 | Percentage of student project work provided to grade 9 students by core sub- 28.
jects (Khmer, math and sciences) compared with annual targets
2.14 Number of target teachers got on-job training and coaching 29.
2.15 Number of classes meet class administration as MOEY'S guideline according 30.
to plan target
2.16 Number of classes meet class administration as MOEY'S guideline according 31.
to plan target
2.17 Number of physical education, sports and arts subjects arranged according to 32.
plan target (total 14 subjects)
Standard 3: Parent and Communities Supports Student Learning
3.1 Percentage of classes conducted consultative meeting between parent, teacher 33.
and students (beginning of SY and by quarter)
3.2 Number of school management committee meeting conducted as guided (be- 34.
ginning school year, end semester 1 and 2)
33 Percentage of students who come to school late 35.
3.4 Percentage of students doing homework and project work 36.
Standard 4: Student and Student Support Services
4.1 Percentage of students use library (To be monitored by quarter) 37.
4.2 Percentage of students use science lab 38.
43 Percentage of students use computers 39.
4.4 Percentage of classes have functioning student learning club (operations as 40.
MOoEYS guided)
4.5 Percentage of students with low vision and hearing got supports to improve 41.
learning outcomes
4.6 Percentage of students got scholarships dropout 42,
4.7 Number of exchange visits of teachers 43.
4.8 Number of field visits of students 44.
Standard 5: School Leadership and Management
5.1 Number of school administration indicators achieved as MoEYS guided (To- 45.
tal 10 indictors)
5.2 Performance of school inspection plan by school director/deputy school direc- 46.
tors
53 Number of monthly technical meeting conducted as MoEYSS guided (Total 7 47.
times per school year)
54 Number of on-job training and coaching to school principal / school manage- 48.
ment committee by central and sub-national officers to improve school ad-
ministration indicators
5.5 Percentage of teachers improved their performance through annual teacher 49.
performance evaluation
5.6 Reduction of school irregularities (There are a total of 9 irregularities) 50.
5.7 Number of monitoring visits and support from DOE, POE and MoEY'S 51.
Standard 6: Human Resources
6.1 Qualifications of teachers staff as compared with MoEYS TPAP 52.
6.2 Khmer, math and sciences teachers shortage subject reduced as compared 53.
with norms
6.3 Qualification of school director as compared with MoEYSS leadership upgrad- 54.

ing program
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Standard 7: Textbook and Teaching and Learning Materials

7.1 Students have core textbooks by subjects and grades as norms 55.
7.2 Number of core subjects teachers trained to use the workbooks 56.
7.3 Library established and improved to meet standards 57.
Standard 8: School Infrastructure and Environment
8.1 Shortage of classroom reduced to meet the norm of student — class ratio 58.
8.2 Required rooms for teachers accommodation constructed 59.
8.3 School admin offices and furniture are provided to meet the requirement 60.
8.4 Toilette rooms are constructed to meet the standards and norm of students — 61.
toilette room for boys and girls
8.5 School environment indicators (Total 16) improved 62.
Standard 9: Financing and Financial Management
9.1 School budget, sources and actual received by quarter improved 63.
9.2 School budget allocation, execution and transparency indicators improved 64.
(Total 5)
93 Reporting of budget execution by main categories (administration, teaching 65.

and learning, and environment) improved focus on teaching and learning
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HANDOUT 27b: Guidelines for Setting the Indicators

1. Characteristics of Indicators

Basic Definition: Indicators are monitoring tools that tell us exactly when a goal, ob-
jective, or solution has been achieved. Indicators are the STANDARDS that planners
set to help them gauge the effectiveness of their activities to achieve objectives.

Measurement and Indicators: Indicators can take various forms. Some indicators use
comparative or relative standards (e.g., rates of dropout decrease by 5% in all
schools from the previously recorded rate); other indicators use absolute standards
(e.g., at least 40% of the students in school are female).

Some objectives that relate to things like educational quality or attitudes can be very
difficult to measure (e.g., parents place a high value on education). For such objec-
tives, planners use what are known as proxy indicators. These are “substitute” indica-
tors through which to measure outcomes in indirect ways. For example, if parents
value education more than before as a result of program interventions, perhaps
dropout rates of their children will decrease. With respect to the quality of educa-
tion, if quality is better perhaps learning will be better. Thus, dropout rates or chil-
dren's test scores can be used as proxy indicators for measuring the achievement of
objectives relating to parental attitudes about education or quality of education.

2. Writing Indicators:

Components of Indicators: When writing an indicator, the planner must take care
that it includes at least 4 things. These include the following:

e What should happen (e.g., students score at least 5 on a 10-point test)
e How much or to What Degree it should happen (e.g., 60% of students)
e For whom (e.g., students in all grades)

e By when (e.g., by the end of the school year)

Being Realistic: When writing an indicator, be sure that the standards that you set
are realistic. Do not set your standards so high that it will be impossible to achieve.
Remember, you will judge the success or failure of your plan against your indicators
so if your standards are too high, your plan will be judged to be a failure.

3. Indicators and Monitoring
Indicators can be useful in helping planners to make a monitoring plan. They imply:

e What kinds of information we need to monitor (e.g., enrolment rates, number of
female teachers, etc.)

e Where we might find the information (e.g., school records) or how it needs to be
collected (e.g., special surveys).

e How often we need to collect information (at the end of the year, twice during the
year, etc.)

143



Implementing School-based Management

4. Exercise: Do the following exercise in small groups. Compare the responses of
each group for conformity with the guidelines provided above.

Directions: Read the solutions in the table written below. Then, examine the indica-
tor components written below the table. Try to match the component given with the
solution to which it is appropriate and the indicator category (degree, how much,

when) that it exemplifies. When you have done this, synthesize each component part

of the indicator into a complete, written indicator.

Objective What How much or | To whom the | When the
should hap- | to What de- change should | change should
pen? gree it should | occur occur

happen

1. Overcrowd-

ing in class-

rooms is re-

duced.

Write your full | Indicator 1:

indicator here:

2. Poor children

stay in school.

Write your full | Indicator 2:

indicator here:

Indicator 1 components

Through to the end of the year

In all classrooms

Pupil-Teacher Ratio is 45:1 or less
For all teachers

Indicator 2 components

At least 95%

Of children identified as poor
Stay enrolled in school

Each year

144



Implementing School-based Management

HANDOUT 28a: What is an Activity Menu?

About Empowerment, Ownership, and Sustainability:

The use of Activity Menus is a planning device that conforms well with School-based
Management Principles such as Empowerment, Ownership, and Local Decision-
Making. After many years of centrally driven development that has not been so suc-
cessful, we now know that stakeholders must feel empowered when we undertake
school improvement planning. We can achieve this sense of empowerment when
stakeholders feel that they have made their own decisions and choices of what they
want to do to solve problems that they themselves define. A sense of empowerment
will in turn ensure that local working groups have ownership of their own implemen-
tation plans. When there is ownership of a plan, it is more likely that stakeholders
will strive to sustain the activities in the plan. Thus, we can see an important set of
relationships between these concepts:

Empowering = Makes Us Feel Ownership = Makes Us Want to Sustain A Plan

The Use of Menus and Choice:

We all know that ‘menus’ are all about choice. When we go into a restaurant and
read a menu, we are given a choice of many different kinds of foods to eat. If some-
one else orders our food for us, we are likely to feel not very happy with what we are
eating. We are much happier when we can order own food. An Activity
Menu works in the same way. By allowing stakeholders to choose the
activities that they feel are most relevant to their own situation, we en-
sure that they will be ‘happy’ with the chosen activities. Thus, it is our
hope that using an Activity Menu for the school improvement plan-
ning process will create a locally relevant activity set, which will
nevertheless be contained within a fixed program framework,
which in turn is in line with the Child Friendly School Policy of the
Ministry of Education, Youth and Sport.

\\/

<€f77

The Philosophy behind Using Activity Menus

The philosophy underpinning the use of planning menus in project implementation
can best be summed up by the words ‘freedom in structure.” School systems should
try to avoid a prescriptive development approach (i.e., an approach in which we tell
the stakeholders what to do without consulting them). At the same time, we must
recognize the constraints of implementation in stakeholder driven projects in the
Cambodian context. This speaks to the lack of experience and exposure of schools
and communities to new ways of doing things. The use of menus provides opportuni-
ties for empowerment within a structure that recognizes these local constraints. It
provides a middle way between these two issues of ‘avoiding prescription’ and ‘rec-
ognizing that local stakeholders often lack experience and exposure to new ideas.’
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Exercise: Look at the blank diagram below and the list of key concepts provided
in the table at the bottom of the page. In your groups, discuss where each con-
cept might go in the diagram provided. Some parts of the diagram have been
filled in already to help you in your efforts to demonstrate the relationship be-

tween different concepts.

The Relationship be-
tween School-based
Management and Ac-
tivity Menus
School-
based
Managment

Activity Menu | Local Decision Making | Free Choice | Sustained

Empowerment | Freedom in Structure Ownership Develop-
ment
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Handout 28b: The Relationship between SBM and Activity Menus

Review the completed diagram below. Then, discuss with other
members of your group how it differs from your own diagram that
you did in the previous exercise in Handout 28a and why these dif-
ferences in understanding may have occurred.

Sustained

Ownership === Develop:

ment

School-
based
Managment
Local-
. . Empower
Decision ‘ment
Making

I

Freedom Activity Free

ina
Structure Menu Choice
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HANDOUT 29: Structure of an Activity Menu

An Example of an Activity Menu

The Activity Menu presented in sample provided the Facilitator has been structured
as a matrix with six columns. An example of the menu is provided in the Menu Tour
shown below. In order to promote the Child Friendly School policy of the Ministry of
Education, Youth, and Sport, all activities are organized in terms of the CFS Dimen-
sion that it represents. There are altogether six dimensions:

Inclusive Education (and Gender Equity) Color Code: Blue

2. Effective Learning & Teaching Color Code: Brown

4. Gender Equity (Combined with Dimension 1)  Color Code: --
5. Child, Parental, & Community Engagement Color Code: Aqua

User Friendly Attributes of the Activity Menu
The Activity Menu example pro-
vided has been structured so
that it is easy for local stake-
holders to use at the school
level. For example, the activities
are organized by CFS Dimension
and are color coded, as noted
above, for easy reference. The
CFS Dimension is the first col-
umn that one sees in the matrix
on the far-left hand side. Activi-
ties are also organized by the
problem that they help to ad-
dress. Each problem is listed in
the column called Problem Do-
main of the Activity Menu ma- Cross-referencing Problems to Solutions: Planners match
trix. After stakeholders have iden-  activity pictures as solutions to the problems they have
tified their problems, they can identified.

open the menu booklet and try to MATCH their problems
with an appropriate activity that has been designed to ad-

dress it. n

Activities Section of the Menu Helps to Build School Im-
provement Plan: Stakeholders can decide among
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themselves whether they like an activity or whether it is relevant to their context by
reading the Activity Description that goes along with each activity. In the Activity De-
scription, there is one or more words that is provided in italics to stress the actions
that need to be done to make this activity happen. These italicized words are usually
verbs like provide, build, make, organize, etc. Using these action words in one’s
School Improvement Plan helps to keep the plan focused on real activities and avoids
the use of what we call ‘fake’ planning words. Fake planning words include words like
strengthen, encourage, disseminate, etc. Have you ever seen these words in a plan
and wondered what you have to do to make the activity happen? What does it mean
to ‘strengthen’ something? Do | train someone, do | have to make a system, do |
have to meet with someone? It is better to use a word that describes the real action
that you have to do rather than using a ‘fake’ planning word like strengthen or dis-
seminate. The italicized action word in the Activity Description helps you to do that.

Use of lllustrations in the Menu: Because the Activity Descriptions are very short,
there is also a picture provided with each activity to help readers better understand
what the activity is about. The picture is found in the lllustration column on the far-
right hand side of the matrix. These pictures may be helpful for those stakeholders
who have limited literacy skills.

The Reference Number Used for Activities: Activities in the Menu each have a Refer-
ence Number so that they are easy to find. If a member of your planning group asks
you to look at a specific activity, it is helpful to find if they can also tell you the num-
ber of the activity. When you know the Activity Reference Number, you can simply
flip to the page where this number is located. In all, there are xx different activities
listed in the Activity Menu.

Defining the Resources Needed for an Activity: Finally, each activity in the menu
also includes a short listing of the Notional Resources that you need to implement
the activity. In any plan, one needs to make a budget that outlines the resources that
you need to implement an activity. The Notional Resources column helps you to
identify these resources easily so you can make list them in your budget. These re-
sources may include specific materials (e.g., hair cutting tools), stationery, cash for
different purposes (e.g., travel money), and also human resources. In order to quan-
tify the monetary cost of each resource, there is a Unit Cost Section Matrix that is
provided at the end of the sample menu to help you with this process.

Take a look at the Menu Tour provided below to give yourself a
better idea of how the Activity Menu is organized.
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(7

Weriee Towr

Sample of an Activity Menu (Dimension: Health & Nutrition)

Problem
Domain:
Tells you the

activity will
help to solve.

problem that the

Activity Description:

Tells you briefly what the activity is
about. Key verbs are in italics to
show what actions need to be taken
to implement

responsive to

CFS No Problem Activity Nominal
Dion Domain Description Resources
23 | Schools are not | First Aid Kits: Schools provide a Materials

first aid kits to children to meet

for first aid

Illustration

g children’s special health problems that occur

:E health needs at school.

z

< 24 | Children are School Breakfast Programs: Cooking

= hungry and mal- | With WFP approval, local com- materials

':'g nourished munity committees prepare and Cooks

= administer breakfast to all chil- Rice/Fish

) dren at rural schools. from WFP

E 25 | Schools are not | School Latrines and Clean Wa- Labor costs :

a responsive to ter: Schools build wells and toi- Construc- - -
children’s lets to reinforce hygienic habits. tion materi- sy
health needs als

Dimension — - -
s Activity Reference Notional Hlustration:
Te IW 2 di- Number: Resources: Gives you a quick

mension area of
the activity, as per

the MoEYS CFS
policy framework

Helps you find the activity
in the menu easily when
you are discussing with an-
other colleague

Gives you an idea
of what needs to be
budgeted for

idea through visual
means of what the
activity is all about
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HANDOUT 30: Using an Activity Menu to Identify Activities and Re-
sources for a School Improvement Plan

Group Exercises

Note: In order to do the group exercises below, the Facilitator should distrib-
ute the Sample Activity Menu (Annex 1) and the Activity Menu Notional Unit
Costs Matrix (Annex 2). These documents are located in the Annex of this
Manual.

Group Exercise 1: Read the questions below and formulate answers in your
small group for discussion. Use Examples of Activity Menus distributed by the
Facilitator to formulate your answers.

1. Using an example of an Activity Menu provided by the Facilitator, try to find as
many activities that you can that are designed to address problems relating to
‘student dropout.” How many activities were you able to find? Do these activi-
ties give you any idea of additional activities that you could think of on your
own?

2. For the activities that you found, look at the required resources. How much do
you think it would cost your school(s) to implement each of these activities?

3. Do you have any preference for the activities that you found in the Activity
Menu that address student dropout? That is, which one would be best for
your school. Explain ‘why.’

Group Exercise 2: Review the problems that you identified for your School Im-
provement Plan using the Logical Framework Approach. Try to match some of
the problems that you identified with some of the problems listed in the Activ-
ity Menu. Do you see any interesting new activities in the Menu that you did
not think of before? Would you like to add these into your plan? Do so if your
group agrees to make the changes and report your changes back to the whole

group.

Group Exercise 3: Review any new activities that you decided to put into your
School Improvement Plan. Use the Activity Menu Notional Unit Costs Matrix
that is attached to the Sample Activity Menu to try to determine how much it
would cost and what other resources you might need to implement any new
plans. Was this matrix helpful for making a budget for some of the new activi-
ties in your plan? Why or why not?
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HANDOUT 31: Defining Change Management

Change management in an education setting can be defined as: Applying a set
of tools, processes, skills, and principles for managing the people side of
change to achieve the required outcomes.?°

Change management is the processes, strategies, and activities that support,
enable, motivate, and sustain people in the transition from the current situa-
tion to the desired future state. The purpose of moving from “here” (current
state) to “there” (desired future state) is to achieve the goal/vision set out by
the [school / MoEYS]. The process of moving from “here” to “there” is called

“transition.”

Current Transition Future
State (Change) State

)

Change Management

Key questions: My answers:
1. WHY we want change? (What is the goal or pur-

pose or vision of the change.)

2. WHAT we want changed? (Do we need to change
organizational processes; do we need to change
individual knowledge, attitudes, practices, etc.)

3. HOW we will make that change? (By what means
or process or activities will we be able to accom-
plish tasks that help us reach our goal; and in
what sequence do we need to do various activi-
ties.)

4. WHO will be involved in initiating, designing, and
accomplishing the change; as well as assessing its
effectiveness?

20 Adapted from Prosci Organisation, available at https://www.prosci.com/
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HANDOUT 32: Linking Change Management & School-based Man-
agement

One of the goals of School-based Management is to challenge the Status Quo.
The Status Quo implies a static teaching and learning environment. School-
based Management seeks to move schools from ‘static’ to ‘dynamic’ teaching
and learning environments. When there is dynamism in a school, positive
change happens more easily. By removing centrally imposed controls that main-
tain the Status Quo, School-based Management approaches seek to promote
dynamic teaching and learning environments that promote positive change.

Status Quo > Static Teaching Introduction of School- Dynamic
Thinking & Learning based Management Change
v 2 v 2 Vv
akes Action to . . .
L rship Attr n
Promote School eadership Attributes i Education

Autonomy Place to Support SBM

If an education system transformation plan, or a school improvement plan,
stands a chance of succeeding, it is imperative that adult mental and behavioral
shifts are discussed, understood, and nurtured—all in service of the transforma-
tional vision laid out in our plans.

As described in the global literature, mental shifts that are required to help a
school move toward providing a high-quality 21% century education include the

following.

Avoid Risk | Embrace risk
Exert Control | Distribute autonomy
Top down | Collaborative to gain ideas from different sources
Static Knowledge | Learning New Things
Have All the Answers | Ask questions
Stay within department lines | Work across departments
Value and prioritize only what | Prioritize what we value and figure out a way to
we can assess (e.g., testing) | assess it
Push back when/where it is necessary, in service
of the vision

“Don’t rock the boat.”
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HANDOUT 33a: Self-Reflection about Leadership Style

The decision of MoEYS to promote School-based Management is based on the
assumption that school and community leaders will use the new autonomy that
they receive to make hard decisions and promote change. But this assumption
may not be true in all schools because not all schools have strong leadership.

Directions: Read each of the following questions and answer honestly about how
you feel about what is being asked. Put a (v') in the box which best describes YOUR
own feelings about each given statement. When you are done, count the number of
checks under each rating and multiply it by the number indicated. Then, add up your
score for all columns to find your total score.

Not true Not true Some-
at all what true

Definitely
true

True

1. | I seerisk as a bad thing, something to be
avoided.

2. | When something needs to be done, | think
it is usually best to do it myself so that it
gets done properly.

3. | I prefer to maintain the status quo at my
school rather than introducing too many
new ideas that may upset people.

4. | 1 go with my own ideas because | generally
know what is best for my school.

5. | Right now, | know most everything that
there is to know about creating a more ef-
fective learning environment at my school.

6. | Asthe leader of my school, | must show
people that | understand everything.

7. | The most important thing about being a
leader is being well-liked by everyone.

8. | When implementing a project or making a
decision, it is best to do it without involving
too many people.

9. | Student test scores on Government Tests
should be the priority when thinking about
quality education.

10.| It is best to keep harmony in a school, even
if you sometimes have to compromise the
school’s vision.

Add the # of checks in each column

Multiply by x5 x4 x3 x2 x1

Total

Add up the last row to get your grand total. Then, put an “x” on the line below
to signify where you are situated on the spectrum.
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Spectrum of Supportive Attitudes to Implement SBM

Unsupportive Supportive of

o | e
plementation :
5 10 15 20 25 30 35 40 45 50 mentation

Note: Scores over 25 indicate a moderate to strong proclivity to accommodate change.

After the participants have scored themselves, the Facilitator should then initi-
ate a conversation about the kinds of mental and attitudinal changes which are
necessary to effectively implement school-based management. It is not neces-
sary for participants to share their scores with each other; but rather for them
to reflect deeply on what change is necessary in their own minds, attitudes,
knowledge (etc.) in order to lead the positive changes that SBM can catalyze in

their school.
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HANDOUT 33b: The Role of Leadership, Innovation, & Motivation in
Promoting School-based Management

It was noted earlier that School-based Management policies are based on the
assumption that schools will use the opportunity of greater autonomy to pro-
mote change. But in order for this to happen, we generally hope that there will
be three things in place among a majority of the leaders at school level. These
include the following:

Leadership & Manage- Educational Innovation Motivation
ment
v WV v

True educational innova- | Motivation is the pro-
tions are those products, cess that initiates,
processes, strategies and | guides, and maintains
approaches that improve | goal-oriented behav-
significantly upon the sta- | iors. ... Itis the im-
tus quo and reach scale. pulse to get things
The more broadly that an | done at the highest
innovation can be used in | level of quality possi-
other contexts, the better | ble.

the innovation.

“A great leader possesses a
clear vision, is courageous,
has integrity, honesty, humil-
ity and clear focus. ... Great
leaders help people reach
their goals, are not afraid to
hire people that might
be better than them and
take pride in the accomplish-
ments of those they help
along the way.

Educational reforms in Cambodia often fail because one or more of these qualities
simply do not exist in schools. But each of these qualities are not black and white char-
acteristics of school management. Some school leaders have them to varying degrees.
Sometimes, it is useful to use short narrative rubrics to help us better understand what
a school would look like with strong, moderate, and weak degrees of each of these
qualities. The rubric framework that you see on the next page may help you to better
self-assess management in your own school for this purpose. Try reading through the
rubric framework provided below to determine where your own school lies.

As a follow-up task, you might also give this framework to your colleagues at your
school to get their honest opinion about Leadership, Innovation, and Motivation at
your school. If you do share this with others, ask colleagues to complete it ‘anony-

mously,” so that they do not give you a deferential answer (i.e., BLﬁ&’FB?ﬂ‘).

Self-Assessment:
| rate Leadership & Management at my school as:

| rate Innovation at my school as:

| rate Motivation at my school as:
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Assessment Rubrics for Leadership, Innovation, & Motivation?!

Scale Leadership & Management Innovation Motivation
0-2: The majority of managers have There are no new practices The majority of managers show
Very little visibility at the school and at the school and school little interest in using the au-
Weak leave the management of the managers actively seek to tonomy received from central
€a school to others. The school is maintain the status quo and level. Most managers (includ-
largely on auto-pilot and most discourage others who may ing the director) miss meetings,
managers including the director have new ideas or want to leave meetings early, and/or
are rarely seen. make positive changes at the | leave the management of the
school. school to others.
3-4: The completion of basic manage- | There are some new changes | The majority of managers
Weak ment tasks (e.g., organizing and ideas relating to educa- demonstrate some nominal in-
meetings, financial reporting, sta- | tional practices at the school | terestin using the autonomy
tistics, etc.) are done at a level but these are largely un- received from central level but
that is barely satisfactory. There planned, come from below, only enough to satisfy superi-
is little transparency in manage- and are generally ignored by | ors. Managers do some things
ment, poor communication, no the managers at the school. to support educational reforms
decisive decision-making, and a but only the bare minimum,
style of leadership that does not and in many cases less than the
inspire confidence in others. minimum.
5-7: Basic management tasks are There are some new changes | The motivation levels of a ma-
Moderate | completed at a level that is satis- | and ideas relating to educa- jority of managers are satisfac-
factory and exceeds the mini- tional practices occurring at tory. They show a reasonable
mum standard. Although the the school, which come both | degree of interest and support
leadership at the school may be from managers as well as of education reform but may
liked or even well-liked by subor- | subordinates. However, still be constrained in this sup-
dinates, there is no sense of dy- these are generally organic port either because they per-
namism (e.g., risk-taking) in how | changes that are not yet haps lack capacity or do not
the school is led. well-planned or coordinated. | fully understand the program.
8-9: Management tasks are com- There is systematic innova- The motivation levels of a ma-
Strong pleted in a manner that is very ef- | tion at the school that comes | jority of managers are quite
ficient. Managers are well-liked, from all levels. The innova- strong. Managers spend more
transparent, decisive in their de- | tions are well-planned and than the required amount of
cision-making, and inspire confi- coordinated and consciously | time working at their schools,
dence in others. Managers address problems that have strive hard to motivate others
demonstrate good communica- been identified by the school | at the school, and demonstrate
tion & negotiation skills and can during planning meetings a strong sense of ownership of
be humble when required. and other structured discus- | their schools.
sions.
10: Management tasks are com- There is systematic innova- The motivation levels of a ma-
Excellent pleted in a manner that is ex- tion at the school of a very jority of managers are ex-

tremely efficient. Managers
demonstrate all the characteris-
tics of a strong leader described
above but go one step further by
generating a high level of creativ-
ity in the way that they manage
the school.

high quality. Not only are the
innovations well-planned
and coordinated in terms of
the local school environment
but these innovations have
high relevance for province-
wide and even nationwide
replication.

tremely strong as described
above and the managers strive
to make their school not only
well-known and outstanding
models of education in their
own areas but also on the na-
tional and even international
stage.

2l Adapted from New Generation School Management Assessment Framework.
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HANDOUT 34: Why Change Fails (Case Studies)

Directions: Each group takes one of the scenarios below and uses the information in the
scenario to complete the table on the next page. Each scenario explains attempts to make
changes at a school. All failed, but for different reasons. Using what we learned about
why change fails, analyze the situation and write down one or more reasons that it failed
in the middle column. Then, in the last column, write what could be done differently to
help achieve the change being sought. Note: you probably will not fill in every box for
each scenario.

Scenario 1: At a school, many students were underperforming. The principal, trained in
SBM, wishes to come up with a solution locally to improve scores. A school improvement
plan was developed with teachers and monks from the local wat. They decided that the
school needs a new lightening rod because if installed, the students would not be afraid
of storms and could concentrate better on their lessons. After administering examina-
tions, it was found that students’ scores did not actually improve.

Scenario 2: At a school, the majority of students were not passing their national exam.
The teachers came up with an idea to improve student scores. They don’t tell the School
Director because they know the Director is very busy. The teachers decide to have peer-
to-peer tutoring and offer it on the weekends at the school. They recruit interested stu-
dents (both tutors and tutorees) by having informal conversations. When the time comes
to start the program, the students show up at the school but find that the classrooms are
being used for training for but the Commune Council Election. Also, on that day some
parents called the local police wondering where their children are.

Scenario 3: At a school, the Director meets with the community to talk about how to im-
prove the critical thinking skills of students. They decide to create after school clubs. The
Director does not inform the teachers of this decision. When the time comes to set up the
clubs, the Director tells the teachers about the plan and assigns teachers to run the dif-
ferent clubs. One teacher points out that it will take 6 hours/week to prepare for the
clubs and 2 hours/week to run the club; she doesn’t have that much extra time. Another
says that surely his club will require $10/meeting for materials; he doesn’t have those
financial resources. A third teachers says she does not feel confident to run the Entrepre-
neurship Club because she does not know enough about that subject. The teachers agree
that these clubs are just not possible to implement.

Scenario 4: Planners at central level in a particular country decided to make major invest-
ments in a school to promote STEM education. This included new science and ICT labs.
The school managers welcomed the investment along with a one-week workshop to train
teachers in how to use the labs. After all investments were completed, central planners
found that the labs were poorly utilized. Teachers were not using the labs because they
put a higher priority on their private classes and had no time to use the labs. The director
tried to force the teachers to use the labs but this only made them angry because they
lost a lot of money by reducing the time for their private classes. In addition, the labs soon
became very messy and dirty because no one was assigned to maintain them. Finally, stu-
dents complained that they could learn nothing from the labs because the study periods
were so short, so few experiments could ever be completed during the time provided.
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Directions: Write the number of the scenario that you read and make an analysis of
why the change likely failed using the framework provided below:

Scenrio No.:

What could be done dif-
ferently to make the
change successful?

If there was a problem in
this area, please explain.

Reason/Problem

Poor analysis of the
situation.

Limited support from
school management

Strategic shortcom-
ings

Understanding scale
& scope

Neglected stakehold-
ers

Poor communication

Lack of vision

Lack of preparation
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HANDOUT 35: Model of Change Management

We think of Change Management as a 3-step Process.

First, we have to PREPARE for Change. This means determining ‘what’ has to
change and creating a constituency among other stakeholders to support the
change. If stakeholders do not support the proposed changes, then it is unlikely
to happen. Therefore, we need to convince people to support and participate in
the changes.

Second, we have to MANAGE the Change. This means frequent communication
with key stakeholders affected by the proposed changes, giving the power to
stakeholders to make the changes that have been planned for, and trouble-
shooting when obstacles arise.

Third, we have to REINFORCE Changes. When change starts to occur, it may not
yet be fully established. We have to make sure that people who maintain
changed practices are rewarded for doing so (not criticized). We also have to
ensure that new practices become a regular routine in the school and part of
the culture.

The diagram below summarizes the Change Management Process:

e Determine what
needs to change

e Ensure strong e Anchor the
support from change in
management e Communicate often culture

e Create e Dispel rumours e Develop ways to
understanding of the e Empower Others to sustain change
need for change Take Action * Provide support

* Manage & e Involve relevant & training
understand doubts stakeholders in the e Celebrate
& concerns process success
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HANDOUT 36: A Framework to Help Prepare for Change

The table below provides a practical framework for school authorities engaging in
change management, to reflect on how they can take practical steps to manage
change in their schools. After you have made your School Improvement Plan, identify
some of the key changes planned for and answer the questions below to ensure that
your school is ready to actually ‘Manage’ the changes.

Preparing for changes in your school

Question Response from your school

1) What is the change you
want to make? List at least
3 things at your school that
will be different arising
from the change achieved.

2) List at least 3 key reasons
for the change.

3) List at least 3 reasons why
the change must be made
NOW (or within the next
month).

4) List at least 3 risks if there is
a delay in making the
change.

5) List at least 5 things the
School needs to implement
the change.

6) List at least 5 things the
School needs to do in order
to sustain the change.

7) List at least 5 key points the
School must communicate,
and to whom, BEFORE the
change.

8) List at least 5 key points the
School must communicate,
and to whom, DURING the
change.

9) List at least 5 key points the
School must communicate,
and to whom, AFTER the
change.

10) List at least 5 platforms in
which the communication
will be done.
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Preparing for changes in your school

Question Response from your school

11) For each of the communica-
tion platformes, list the fol-
lowing:

= Person(s) doing the com-
munication

= Person(s) receiving the
communication

= Likely negative effect on
the person(s) receiving the
communication

= 3 ways to mitigate any neg-
ative effect for the per-
son(s) in (c) above e.g., the
person(s) who might feel
he/ she is going to be nega-
tively affected e.g., extra
workload, additional re-
sponsibilities .

12) List at least 3 platforms in
which staff can provide
feedback.

13) List at least 2 ways in which
the School will revert to the
staff who provided the
feedback.

14) List at least 3 ways in which
the School can determine if
it has successfully commu-
nicated the change.

15) List 3 internal factors that
the School should consider
when thinking about the
timing of the change.

16) List at least 3 strategies to
address the risks of each in-
ternal factor.

17) List 3 external factors that
the School should consider
when thinking about the
timing of the change.

18) List at least 3 strategies to
address the risks of each
external factor.

162



ANNEX 1:
A Sample Activity Menu
(Secondary School Level)



Implementing School-based Management

CFS

Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources

I | o Local communities Schools organize enjoya- Cash grants for implemen-
have no role in ed- | ble events at the beginning of the school tation (Material, beverage,
ucational provision | year (e.g., videos, children’s games, con- question and answer and

tests, etc.) in other to stimulate local in- students gift...)
terest in enrolment and the schools role
in the community.

2 Communities have Surveyors
no role in support- Local schools and communities Stationery
ing education conduct a survey in order to identify the Travel money

children out of school on a map. These
children then receive special services
from the school (e.g., scholarships) to
enroll.

3 Special  problems Surveyor training costs
prevent some chil- Schools identify children Communication with NGO
dren from attending | at risk (e.g., disabled, slow learners, mi- partners to find supple-
school nority children) and provide special as- mental support

sistance (helper friends, walk ramps, Small grants to meet chil-
wheel chairs, remedial assistance at dren’s special needs
home, pen pals) to learn at school. Teacher remuneration

4 High dropout Schools identify fe- Counseling materials
among girl due to male teachers for giving instructions and Remuneration for doctor
physical appear- support to girl students in schools. Girl Traveling cost for home

ance and social sta-
tus

counselors set up networks to support fe-
male students who are at risk.

visits
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
5 | o Low enrolment o Meeting with girl students
o High dropout The local community sets up a commit- | o LSMC meeting
tee that conducts a survey to identify o Photocopy documents
poor children using a standardized inter- | o Photocopy application
view instrument. Children are identified | o Travel budget for home
based on their score on this instrument. visit
Standard scholarship packages are dis- o Provide student score re-
tributed to selected students multiple port
times per year. o Report preparation
o Announce the result
o Home interview
o Communication support
(Phone card)
6 | o Low quality build- Schools Construction material
ings impede im- | repair existing buildings and add doors, Labor cost
provements in | windows, etc as needed to ensure that Transportation cost
teaching methods learning aids in classrooms are secure.
7 | o Teachingis not ef- | Child Friendly School Teacher Train- | o Teacher trainers with ex-

fective

ing: Schools select volunteer teachers
for becoming CFS experimental class-
room teachers. Teachers receive a foun-
dation workshop for four days early in
the school year and attend periodic re-
flection workshops throughout the year
to follow up on their progress.

pertise in Child-centered
Methodologies

Teaching aids

Teacher per diem for work-
shop attendance

Teaching and learning doc-
umentation
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CFS
Dimension

Illustration

No | Problem Domain Activity Description Nominal
Resources

8 | o Teachingis notef- | Subject Classrooms: Schools decorate Furniture (e.g., cabinets,
fective and organize a child friendly classroom special tables, etc.)

o Learning environ- | in a way to make it supportive of effec- Learning aids for teachers
ments lack educa- | tive teaching and learning in a particular Learning aids for students
tional materials subject (e.g., Math Rooms, Language Educational materials for

Rooms, Social Studies Rooms, Chemis- decorating the classroom
try Rooms, etc.) so that students have

access to subject-specific materials (e.g.,

dictionaries, maps, chemicals, etc.) for

their learning.

9 | o Educational provi- | School Libraries: Schools sef up small Schools with Existing Li-
sion is not relevant | reading rooms where children have the braries: Additional books,
to local needs opportunity to read books of interest to administrative materials

them to reinforce reading skills. Schools with no libraries:
double-sided cabinets,
reading tables, books and
administrative materials)

10 | o Educational provi- | Study Trips for School Personnel and Travel costs for partici-

sion is not relevant
to local needs

Community Members: Schools identify
selected personnel who can profit from
visiting other schools that exemplify es-
pecially good educational practices.
Schools replicate these practices in their
own schools upon their return.

pants

Lunch for participants
Other materials (e.g., ques-
tion lists that should be de-
veloped before the visit)
Target school to visit

11

o Teachers do not
know how to assign

Effective Homework: Schools/district
authorities provide a special training for

Training support for master
teachers (e.g., subject
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
homework to stu- | teachers to help them reflect on effective leaders, school director)
dents in an effective | strategies for assigning homework thatis | o Funds for ‘echo’ trainings
way relevant to the topic taught as well as the with other teachers
level of students. A special training o Per diem for workshop par-
booklet has been designed for this pur- ticipants
pose. After this training, teachers should | o Educational supplies and
be able to assign homework that effec- stationery
tively engages students and enlists the
assistance of their parents.
12 High repetition Remedial Support for Slow Learners: Teacher trainers
rates Schools provide children who fail the Per diem for workshop par-
Large class sizes first term with opportunities to study ticipants
prevent attention to | with an assigned teacher in their village Stationery for training
special learning so that they receive special help in learn- Materials for remedial clas-
needs ing, based on their special learning ses
needs. o Remuneration for remedial
teachers
13 Educational provi- | Student Field Trips: Schools organize | o Responsible teachers to
sion is not relevant | special day trips for students to visit chaperone students
to local needs sites of educational interest (e.g., old o Travel costs
temples, local factories, waterfalls, local | o Lunch for students
museums, etc.). o Question lists for site visits
o Camera
14 Educational provi- | Writing Clubs: Schools organize writ- o Stationery supplies for
sion is not relevant | ing clubs that students can join voluntar- writing and exhibits
to local needs ily, based on their interests. The clubs o Funds for field trips (travel
give students an opportunity to discuss costs, lunch, etc.)
prose and poetry in groups with o Funds for printing writing
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
likeminded students and create their own Remuneration for a super-
portfolio of poems and stories. vising teacher
15 Educational provi- | History Club: Schools organize history Stationery supplies
sion is not relevant | clubs that students can join voluntarily, Funds for field trips (travel
to local needs based on their interests. The clubs give costs, lunch, etc.)
students an opportunity to discuss issues Funds for history exhibits
in history in groups and plan field trips in libraries and classroom
to places of historical interest. The Remuneration for a super-
groups may also do local history re- vising teacher
search and interview older members of
the community.
16 Educational provi- | Theatre Club: Schools organize thea- Stationery supplies
sion is not relevant | tre clubs that students can join voluntar- Funds for field trips (travel
to local needs ily, based on their interests. The clubs costs, lunch, etc.)
give students an opportunity to develop Funds for costumes or spe-
and perform plays and skits on important cial materials for plays
social themes or literature that they can Remuneration for a super-
then perform for the student body. vising teacher
17 Educational provi- | English Club: Schools organize Eng- Stationery supplies

sion is not relevant
to local needs

lish clubs that students can join voluntar-
ily based on their interests. The clubs
give students an opportunity to practice
their English skills together, write short
stories in English, and also assist the
school in doing tours for the schools for
foreign visitors.

Funds for field trips (travel
costs, lunch, etc.)

Funds for English books
Remuneration for a super-
vising teacher
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
18 Educational provi- | Science Club: Schools organize Sci- Stationery supplies
sion is not relevant | ence clubs that students can join volun- Funds for field trips (travel
to local needs tarily, based on their interests. The clubs costs, lunch, etc.)
give students an opportunity to discuss Funds for special science
science and conduct special science ex- materials
periments under the supervision of a Funds for science books
teacher. Remuneration for a super-
vising teacher
19 Educational provi- | Newsletter Club: Schools organize Educational materials

sion is not relevant
to local needs

Newsletter Clubs in order to give stu-
dents an opportunity to act as ‘reporters’
and ‘journalists’ through the medium of
developing a small school newspaper,
which is published once a month. These
clubs give students an opportunity to be
creative in shaping their newsletter and
identifying news events in the local
community and school to write about.
The clubs are a good place for students
to practice writing in a meaningful con-
text, taking pictures, drawing, and using
computer skills to develop unique prod-
ucts by themselves.

Access to a printer and
computer

Ink and A3 Paper

Camera

Travel costs for research
and interviews (lunch
money, etc.)
Remuneration for a super-
vising teacher
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
20 | o Teaching is not ef- | Demonstration Classes: Schools or- o Materials for production
fective ganize short microteaching activities fo- | o Materials for demonstra-
cusing on particular teaching skills such tion
as ‘questioning,’ ‘explaining concepts,’ o Mater teacher
‘communicating with students,” ‘manag- | o Per diem for participants
ing small group work,” © using specific
teaching aids,” ‘doing science experi-
ments,’ etc. These activities may be or-
ganized by master teachers during tech-
nical meeting days at the school.
21 | o Teaching is not ef- | Technical Support Group (TSG): Teacher training for peer
fective Schools set up peer support networks to mentoring
help teachers (both CFSS and life skill Per diem for support visits
teachers) to improve their classroom Per diem for planning
practice. These networks provide oppor- meetings
tunities for teachers to reflect on their o Assessment tools and sta-
classroom practice, based on non-threat- tionery
ening peer observations of classroom
teaching.
22 | o Educational provi- | Solar-Powered Computer Labs: With | o Infrastructure renovation
sion is not relevant | assistance from government or a devel- funds for a computer room
to local needs opment partner, schools set up computer | o Thin Client devices and a
labs that utilize ‘thin client’ technology. server
Thin clients are low energy, low mainte- | o Electrical wiring
nance, and cost effective devices that en- | o Solar panels and a battery
able the provision of a small number of o Maintenance costs for

solar panels that can sustainably power
the labs. Once installed, the labs can
greatly facilitate teaching and provide

guard and cleaner.
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
digital literacy skills to students in rural
schools.
23 | o Educational provi- | Project Work Fairs: Schools provide Funds for training teachers
sion is not relevant | opportunities to students to use the in Project Method tech-
to local needs school’s computer facilities for ad- niques
vanced study and research outside of the Funds for research costs
classroom. The ‘Project Method’ is used (travel, stationery, etc.)
to promote such study. A subject teacher Remuneration for teachers
may assist student groups in doing their Access to computer facili-
research and preparing presentations in ties
Powerpoint, which they share with other Access to an LCD Projec-
students, members of the community, tor
and special visitors at special events
called Project Work Fairs.
24 | o Schools lack facili- | Science Labs: With assistance from Infrastructure renovation

ties and materials to
enable practical and
concrete  teaching
and learning of sci-
ence concepts

government or a development partner,
schools set up science labs that enable
hands-on learning of science principles
in the state curriculum relating to phys-
ics, chemistry, biology, etc. Teachers re-
ceive training in how to use and main-
tain the labs, practice safety, and con-
duct experiments. Special local materials
are provided to schools to facilitate sci-
ence experiments.

funds for a science lab
Science lab tables and
stools

Cabinets for storage
Locally available chemi-
cals and science materials
Funds for training teachers
in ‘hands-on’ science tech-
niques
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CFS

Dimension

No

Problem Domain

Activity Description

Nominal
Resources

Illustration

25

o Educational provi-
sion is not relevant
to local needs

o Local communities
have no role in ed-
ucational provision

Schools organize
special fairs that provide children with
opportunities to use life skills that they
have acquired during the year. These
skills include financial literacy skills,
prevocational skills in sewing, hair cut-
ting, etc and other things students may
have learned. The activity provides a
simulated market in which students can
‘buy’ and ‘sell’ their wares using play
money. The fairs provide an opportunity
for communities to be involved in chil-
dren’s education and see what they are
learning.

Meeting with teacher, com-
munity and students to plan
for the simulation
Materials for various
events that occur during the
simulation (play money,
saving forms, signs, life
skills products students
have made, etc)

School furniture to set up
selling stalls

Microphone

Food and refreshments

26

o Educational provi-
sion is not relevant
to local needs

Opportunities for Life Skills Educa-
tion: Schools provide life skills educa-
tion by allowing students to choose top-
ics that are relevant to the local context.
Topics are organized into a menu (see
Part I'V) that include 3 domains: (1) So-
cially Relevant Themes; (2) Business &
Economic Studies; and (3) Practical
Livelihoods.

Life Skills Manuals with
Teaching Session Plans
Life Skills Education Post-
ers

Life Skills Learning Slides
Student Handouts (included
in manuals)

Overtime for teachers, as
needed
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources

27 Lack of water and | Water and Sanitation Training: o Funds for Core trainer ori-
sanitation aware- Schools select one or two teachers to re- entation
ness prevents chil- | ceive water and sanitation training from Training documents
dren from attending | a project or local service provider work-
school ing in this area. After the training is

complete, the core trainer will continue
to train children in their own school. The
training should include using water fil-
ters, maintaining toilets, etc.

28 Schools are not re- | First Aid Kits: Schools provide a first Old Schools: Materials for
sponsive to chil- aid kit to children to meet special health first aid (restocking)
dren’s health needs | problems that may occur at school. The New schools: First aid box,

kits are stored in the school office for first aid materials
emergencies.

29 Lack of toilets at School Latrines and Clean Water: Labor costs
school impede at- Schools build wells and toilets to facili- Construction materials
tendance by girls tate attendance by young girls. To facili- Transportation costs

tate sustainability, toilets should be con-
nected to water systems that provide
running water for easy maintenance.
30 Schools are not re- | Physical Education Classes: Schools o Sports materials (from PB

sponsive to chil-
dren’s health needs

provide opportunities to student groups
to organize sports activities and do regu-
lar exercises at their school. These regu-
lar exercises strengthen students’ health
and formalize physical education as a
regular part of the learning program.

budget)
o Funds to support student
sports groups
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CFS
Dimension

No | Problem Domain Activity Description Nominal lllustration
Resources
31 | o There are no incen- | Reinforcement of Positive Student Stationery for students such | 58 ¥ e, 5
tives or rewards for | Behaviors: Schools provide special re- as copy books, pens, pen- 1N Tl L ",:\'.2‘“? v 43
students who wards to students who show strong civic cils, and paper g / \ ‘f’\*
demonstrate exem- | involvement in improving the school, S e -
plary behavior based on standardized criteria that are ;
transparent to all. Rewards should con-
sist of educational supplies such as stat-
ionery, copy books, and pens.
32 | o Educational provi- | Student Councils: Children in each Volunteer teachers
sion is not cultur- school receive support to set up councils Funds for special activities
ally relevant to lo- | or associations that facilitate learning organized by the councils
cal needs about local cultures (e.g., teaching
o Students lack lead- | younger children, researching local cul-
ership roles in the | ture and reporting back to peers, etc.)
school and the natural environment.
33 | o Local communities | Community-Schools Semester Meet- Refreshments

have no role in ed-
ucational provision

ings: Schools organize meetings at least
twice a year to meet with parents to dis-
cuss educational provision at the school.

Materials for the meeting
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CFS No Problem Domain Activity Description Nominal lllustration
T Resources
34 Lack of stakeholder | Leadership and School Management Funding support for core
involvement due to | Training Course (SMLTC): School di- trainers who deliver work-
poor local leader- | rectors and local educational leaders at- shops
ship tend a series of seminars on school man- Participant per diem for
agement and leadership during a two- workshop attendance
year period. Between seminars, directors | o Stationery for workshops
complete assigned task work at their o Documentation
= schools. Based on transcript records and | o Per diem for school sup-
= seminar attendance, directors receive an port visits by core trainers
@ SMLTC certificate.
& 35 Schools do not School Self-Assessment: Clusters select Travel costs for visits to
2 know how to use one or more of their best schools and designated schools
g assessments to fa- | conduct an honest and critical self-as- Travel costs for meetings to
.§ ° cilitate improve- sessment of performance to improve lo- tabulate and discuss assess-
2 = ment in local edu- | cal educational practices across all CFS ment data
= g cational practices dimensions. Other materials (assess-
%‘0 § ment tool)
=2
s O
5 36 No close follow up | School Monitoring Activities: All School director remunera-

Dimension 6

on the school activi-
ties

school directors in Clusters who receive
support from the project have a duty to
follow up all activities, eg. Remediation,
life skill, children council, etc.

tion
Monitoring tool

175



Implementing School-based Management

CFS No Problem Domain Activity Description Nominal lllustration
Dimension Resources
37 o School level tech- | Support for Monthly Technical Meet- Training topics for mentors
nical meetings are | ings: School-based mentoring teachers on conducting effective
irregular and lack | receive guidance on how to develop and technical meetings
effectiveness effectively make presentations on topics Participant per diem for
that will help colleagues improve their training workshops for
teaching. Training topics should include mentors
‘how to do microteaching,” ‘providing Workshop stationery and
non-threatening feedback to teachers refreshments
during one-on-one conferencing ses-
sions,” ‘effective use of teaching aids,’
and other topics.
38 | o No stakeholder-led | School Improvement Planning (SIP): Per diem for participants to

planning develop-
ment at local level.

o Stakeholders lack

knowledge of ap-
propriate activities
to develop the
school

School stakeholders meet together to do
school improvement planning using ac-
tivity menus to address the needs identi-
fied by students, teachers, community
representatives, and school managers.
The selection of activities is based on an
analysis of local needs and problems and
consensual decision-making among
stakeholders.

attend planning meetings in
a central location

Activity menu

Workshop materials
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CFS
Dim

No. Activity Resources Unit Cost*
School Fairs o Cash grants for implementation (e.g., | o $20 to $30 per school
Material, beverage, TV DVD Player
rental, small student awards for
games & contests, etc.)
Child Seeking | o Surveyors o 2 pers/school
Schools o Stationery o $10/school
(School Map- o Travel Money o $2/persx2 personsx2 days
ping)
Child to Child | o Surveyors training o $100 per school
Support for o Communication with NGO partners
Vulnerable to find support
Children o Small grants to meet children’s spe-
cial needs
o Teacher remuneration
Girls’ o Counseling materials o $10/yr/school
Counselors o Remuneration for counselors o $5/yr/sch
o Traveling cost for home visits o $1x30st=$30/yr/school
Girls’ Second- | o Meeting with beneficiaries o $2/teacher x 9 months
ary School o LSMC meetings o $2/pers x 7 pers x 4 months
Scholarship o Photocopy documents o $l/teacher x 1 pers x 9 mo
o Photocopy application
o Travel budget for home visits
o Provide student score reports
o Report preparation
o Announcement of result
o Home interviews
o Communication support (Phone
card)
o Scholarship benefits
Infrastructure o Construction materials o Central budget
Improvements | o Labor costs o Central budget
o Transportation costs o Central budget
Child Friendly | o Teacher trainers with expertise in o
School Child-centered Methodologies
Teacher Train- | o  Teaching aids
ing o Teacher per diem for workshop at-
tendance
o Teaching & learning documentation
Subject Class- | o  Classroom furniture, pocket holders, | o Central Budget ($30/room)
rooms etc.
o Teaching aids o Central Budget
o  Student Learning aids o Central Budget
School Librar- | o Existing Library o Old school
ies e Books e $200 Existing Library
e Admin. Materials e $800 New Library
o New Library

e C(Cabinets & Reading Tables
e Books
o Admin. Materials
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CFS
Dim

No. Activity Resources Unit Cost*
10 Study Trips for | o Travel costs for participants o Central budget
School Person- | o Lunch for participants o Central budget
nel and Com- o Other materials (questionnaire) o Central budget
munity Mem- | o  Target school to visit o Schools to identify
bers
11 Effective o Training of Core Teachers o Central budget
Homework o Teacher support o $5/person
o Workshop participant support o  $2.50/pers per year x no. of
o Miscellaneous Materials teachers
o $0.50/person x no. of teach-
ers
12 Remedial Sup- | o Teacher Workshop Costs o Central Budget
port for Slow o Teacher support costs for outside | o $2/hr x 4 hrs/wk x 12 wks/yr
Learners teaching
13 Students Field | o Responsible teachers o School to identify
Trips o Travel costs for students o $40
o Lunch for students o $1.50/dx20st
o Materials (questionnaire, cardboard, o $10
camera ...)
14 | Writing Clubs | o  Educational supplies o S$18/yr
o Student Field Trip o $70/trip
o Printing writing anthologies andex- | o  $35
hibitions
o Teacher support o  $1.50/mth x 3 mtgs/month x
6 months
15 | History Club o  Educational supplies o $18/yr
o  Student Field Trip o $70/trip
o Printing writing anthologies and ex- | o $35
hibitions
o Teacher support o $1.50/mth x 3 mtgs/month x 6
month
16 Drama Club o Educational supplies o $18/yr
o  Student Field Trip o $70/trip
o Printing writing anthologies and ex- | o $35
hibitions
o Teacher support o $1.50/mth x 3 mtgs/month x 6
month
17 English Club o  Educational supplies o $18/yr
o Student Field Trip o $70/trip
o  Printing writing anthologies and ex- | o $35
hibitions
o Teacher support o $1.50/mth x 3 mtgs/month x 6
months
18 Science o  Educational supplies o S$18/yr
Club o Conducting research on scientificex- | o $70 (materials for experi-
periments ments)
o Printing writing anthologies and ex- | o  $35
hibitions
o Teacher support o  $1.50/mth x 3 mtgs/month x

6 months
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CFS
Dim

Dimen-

sion 3:

No. Activity Resources Unit Cost*
19 Newsletter o Educational supplies o Central Budget
Club o Printer and Camera o Central Budget
o Conducting research on local events | o Central Budget
o Printing costs and Exhibitions
o Teacher support o Central Budget
o  $1.50/mth x 3 mtgs/month x
6 months
20 Demonstra- | o Locally produced materials o Central Budget
tion Classes | o Teaching aids to be modeled
o Master Teacher o Central Budget
o Teacher Per Diem
o Central Budget
o Central Budget
21 Technical o Teacher training o Central budget
Support o Per diem for support visit o Central budget
Group o Per diem for planning meeting o Central budget
(TSG) o Assessment tools o Central budget
22 Solar-pow- o Budget for computer maintenance o Central budget
ered Com- o Computer hardware (thin clients,
puter Labs monitors, etc.) o Central budget
o Solar panels and battery
o Materials for maintaining the lab o Central budget
(paper, ink, etc) o $80
23 Project o Training teachers o Central Budget
Work Activ- | o Budget for local research o Central Budget
ities o Teacher support for extracurricular o $1.50/mtg x 3 mtgs/month x
work 6 months
24 Science o Budget for lab maintenance o Central budget
Labs o Science lab equipment
o Science lab materials (e.g., chemi- o Central budget
cals, etc.) o Central budget
o Training teachers
o Central budget
25 Market Sim- o Planning meeting with teachers, o $150/school (for all activi-
ulation community and students to plan for ties)
the simulation
o Materials for various events that
occur during the simulation (photo-
copy play money, saving forms...)
o Hire microphone
o Food and refreshments
26 | Opportunities o Teacher Manuals on Life Skills Edu- | o Central Budget
for Life Skills cation (30 topics)
Education o Life Skills Posters o Central Budget
o Learning Slides o Central Budget
o Student Handouts o PB Budget
o Teacher Overtime Payments o MOoEYS Budget Committee
27 Water and o Core trainer orientation o Central budget
Sanitation o Payment for core trainer o Central budget
Training o Payment for teacher orientation by o $0.75/hrx# of classesx2

core trainer

times/yr
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CFS No. Activity Resources Unit Cost*
Dim
28 | First Aid Kits o Old Schools (Materials for first aid) $10
o New schools (First aid box, material $10 for materials and $15 for
for first aid) box
29 | School La- o Labor costs Central budget
trines and o Construction materials Central budget
Clean Water o Transportation costs Central budget
30 | Physical Edu- o Support for Student Exercises and $50/school
cation Classes some Sports Materials
31 Reinforcement | o  Student incentives (e.g., writing $30/school
of Positive books, pens, etc.)
Student Be-
haviors
32 o Meeting budget for setting up and No funds needed as school al-
Student Asso- training ready established this associa-
ciations tion
o Funds for special activities planned $140/yr (make 2 requests per
by student. year)
o Teacher remuneration $2x5 times/yr
33 | Community- o Refreshments $10/schx2times/yr (for all ac-
Schools Se- o Materials for the meeting tivities)
mester Meet-
ings (at Cluster
Level)
34 | Leadership o School director and core trainer train- Central budget
and School ing
- Management o Per diem for workshop Central budget
b= Training o Documentation Central budget
2 Course o Per diem for support visit by core Central budget
g (SMLTC) trainer
.g 35 School Self- o Travel costs for visits to designated $8/sch (for all activities)
= Assessment schools
H o Travel costs for meetings to tabulate
tqm and discuss assessment data
'_ﬁ 0 Other materials (assessment tool)
= 36 | Monitoringon | o School director remuneration $5x4mth/yrx# of school di-
E School Activi- | ©  Monitoring tool rector in a cluster
8 ties
=
%
N 37 Support for o Stationery Materials for meetings $10 x 5 months/yr
g Monthly Tech-
g nical Meetings
QE) 38 School Im- o Per diem for participants Central budget
5 provement o Activity menu Central budget
Plan (SIP) O Workshop materials Central budget
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