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Introduction

There is a paradox around school evaluation, which lies at the
heart of this seminar report. On the one hand, the demands for
evaluation of schools and the tools available to respond to these
demandshave grown; on the other hand, strong doubts remain about
the impact of such evaluation on the performance of schools.

In many countries, policy-makersand parentsareincreasingly
preoccupied with the quality of schools and with the knowledge
and skillsobtai ned through schooling. Traditionally, theinspection
system was supposed to exercise control over schoolsand to offer
advicefor improvement. In most countries, however, theinspection
system has failed to play either of both roles (for a number of
reasons upon which this report comments), leaving many schools
unsupervised and unsupported. In response, countries have
attempted to reform their inspection and/or have strengthened
aternative evaluation tools. School self-eval uation isbecoming more
popular, especialy among policy-makers, although itsintegration
in schools encounters many challenges. Its popularity can, to some
extent, be explained by thefact that thetermisloosely defined and
can refer to a brief document written almost in isolation by the
principal, following strict central guidelines, or to along drawn-
out process in which al school partners (teachers, parents and
students) are involved. Probably still more popular with policy-
makersis a school evaluation using examination and test results.
The transformation of examinations from a student selection and
certification tool into an indicator of school effectiveness and an
accountability instrument is a core reform in educational policy-
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making. The use of examination results to construct league tables
at national level isreflected at international level, in theranking of
countriesthrough their performance on international achievement
tests (such asthe Programmefor International Student Assessment,
PISA, and earlier the Third International Mathematicsand Science
Study, TIMSS). Such tablesare easily understood and figures duly
impressthrough their air of scientific precision. However, at least
two preoccupations surround this evaluation tool: How far can
examination and test resultsreflect thewider objectivesof education;
and do school s themselves draw any benefit from such tables?

This second preoccupation reflects a wider worry; that is,
why the expansion of school evaluation seems to have had little
impact on the performance of schools. Several hypotheses can be
formulated to resolve this paradox. First, schools are complex
ingtitutions, with actorswho are not always on the sasmewavelength,
and at timesin conflict. In such acontext, evaluation conclusions
will not automatically lead to improvement as they will be re-
interpreted and used by these actors to defend their own point of
view and position. Especially true for the weakest, a second
hypothesis stresses the fact that schools simply need more than
information on their performance; they also need guidance on how
toimprove and support while attempting such improvement. When
evaluationissimply limited toinformation, it will be of little help.
When it consists mainly of informing the public of school results,
it could actually be harmful, leading to a vicious cycle in which
teachers, students and parentstry to leave the poorest performing
schools. A third hypothesis pays attention to the lack of co-
ordination between the different eval uation mechanisms and actors.
Inspection reports seldom take into account examination and test
results; internal and external evaluationsof schoolsaretaking place,
without many linkages. Thisleadsto confusion within schoolsand
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Introduction

among teachers, whose reaction in many casesisto continuetheir
usual practice and disregard advice coming from outside.

The papers brought together in this volume are a selection
from among those presented at the seminar organized in Kuala
Lumpur, in July 2002 by the Asian Network of Training and
Research Ingtitutionsin Educational Planning. Thenetwork consists
of institutionswhose main mandate includestraining and research
ineducational planning and management. Sinceitscreationin 1995,
it has covered a series of themeswith an overarching objective to
contribute to the definition of policiesthat have abeneficial impact
on school improvement. ANTRIEP has therefore undertaken
research or organized seminars on decentralization, school
supervision, school efficiency, therole of head teachersand, in 2002,
on school evaluation.

The seminar and this report focus on policy reforms and
practical steps that can be undertaken to strengthen the linkage
between evaluation and school improvement. Thereport presentsa
mixture of conceptual papers, case studies and comparative
analyzes, though drawing references not only to the Asian continent.
Each of the three eval uation tool s discussed above (examinations,
inspection and self-eval uation) was examined separately during the
seminar, and different papers comment on their role. Specific
attention goesto the need to integrate these tool sinto an eval uation
framework. Some papersgo beyond thesetoolsand ask the question:
What could be the contribution of the community in school
evaluation and school governance?

Thereport paintsthe contours of aschool evaluation system,
focused on improvement, empowerment and accountability rather
than on the latter alone. School self-evaluation stands at the heart
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of such asystem. Examination and test results help school staff to
identify their strengths and weaknesses while inspectors become
theinitiators of this self-evaluation process. Thereport al so stresses,
however, that thereisnot oneideal model that all countries should
follow. The contextsdiffer, and an effective system isonethat takes
into account the limits and needs of each country.
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|.  Seminar report: School evaluation
for quality improvement: issuesand

challenges
Anton De Grauwe and Jordan P. Naidoo

1. Introduction

Evaluation is at the centre of ailmost all education quality
improvement policies and strategies in most countries today.
I nternational achievement tests, which reveal variationsin student
performance across countries, are commented upon on the front
pages of newspapers. League tables of schools, based on their
examination results, have also become popular information for
journalists, decision-makers and parentsalike. Everywhere, policy
documents stress the need for eval uation of schoolsamid callsfor
greater accountability, organizational efficiency, quality
development, quality control, quality assurance, quality monitoring,
€etc.

This formed the background for the international seminar,
‘School Evaluation for Quality Improvement’, which the Asian
Network of Training and Research Institutions in Educational
Planning (ANTRIEP) organized in Kuala Lumpur from 2 to
4 July 2002, and on which this publication reports.*

1.  The seminar was organized through collaboration with the Institut
Aminuddin Baki (IAB), in charge of the local organization, National
Institute for Educational Planning and Administration (NIEPA), the
ANTRIEP focal point and IIEP, responsible for the thematic preparation.
Financing for the seminar came from I1EP, the European Union in India,
and the Colombo Plan Secretariat.
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School evaluation is an indispensable task of the central
education authorities and servesthree different purposes, namely:
(a) to comply with administrative demands; (b) to fulfil
accountability purposes; and (c) to lead to pedagogical and
managerial improvement. In many cases, the administrative
objective takes precedence over the more developmental one. At
the same time, in most countries, evaluation has been of concern
much more to the teachers or the students than the schools. While
itisuniversally recognized that evaluation in education isvitally
necessary for quality improvement, the well-documented tension
between the summative/accountability purposes and the formative/
developmental purposesof evaluation hasresulted in many negative
perceptionsof evaluation systemsand strategies, particularly among
teachers.

The seminar focused on the evaluation of the school as an
institution. It examined the three key mechanisms that comprise
most school evaluation strategies: (a) the examination and test
system; (b) comprehensive external school reviews (through the
inspection system, for instance); and (¢) school self-evaluation. Each
of these aspectswerediscussed intermsof their relative prevalence,
the way in which they are organized and combined, the actors
involved, the operational modalities being used, the information
provided by such evaluations and its distribution and, most
importantly, the impact on schools.

Theoverall objective of the seminar wasto reflect on how an
appropriate, coherent, and comprehensive school eval uation strategy
—which has a positive impact on school management and on the
quality of teaching and learning — can be developed, taking into
account regional aswell ascountry specific challenges. Accordingly,
the seminar revolved around the following four themes:
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Theme 1. Thesituation of different countriesinAsia, with regard
to evaluation of schools.

Theme 2. Internal school self-evaluation, including the
involvement of teachers, parents and communitiesin
the context of school quality improvement.

Theme 3.  Externa inspections, reviews, or audits, including the
relationship to supervision and support for school
improvement.

Theme 4. Theroleof examinations, achievement testsand other
forms of student assessment inimproving the quality
and effectiveness of schools.

Participants in the seminar on the evaluation of schools
consisted of decision-makers and administratorsfrom ministries of
education inthe Asian region, senior staff from ANTRIEP member
institutions, and experts and specialistsfrom various agencies and
organizations. Thediscussionsin the seminar started with ageneral
examination of developing trends in school evaluation, paying
attention to purposes and strategies used in the region, and more
widely. Participants exchanged country experiences on different
mechanisms for school evaluation in the context of quality
improvement. Special attention wasgivento effortsthat are moving
beyond the traditional inspections for administrative oversight or
examinationstargeted at eval uating student performance. Thiswas
followed by discussions on policies and strategies aimed at
strengthening school self-eval uation and community involvement,
linking school self-evaluation and external inspection, and utilizing
examination and test results not simply for selection on judgement,
but for improvement.

The creation of appropriate links among the different
eval uation mechanisms, and ensuring that the different mechanisms

17
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wereto be used appropriately were central concernsin the debates.
The sessionsgenerally started with aformal presentation on atheme
followed by a case study of an innovative experience, and ended
with an open plenary discussion. Group work on specific themes
further enriched the seminar deliberations. Thisgroup work helped
in identifying key challenges and appropriate measures to ensure
alternative, appropriateintervention strategiesin varying contexts.

Arising from the seminar, the report reviews the different
school eval uation mechanismsand their purposesasthey are applied
throughout the region. Further, it addresses the issue of how to
ensure that such evaluations do not simply strengthen the control
over schools, but are used by schools in a process of quality
improvement.

2. Thecontext

In the past decade, there has been a renewed interest in the
Asianregionin evaluating the performance and quality of schools.
Some countries, which had dismantled their evaluation or
supervision services, have now re-established them (such as the
Philippines), while others that did not have them have begun to
establish formal systemsfor evaluating schools (Chinafor example).
More importantly, the number of countries that have initiated a
process of reorganizing and strengthening school evaluation is
increasing every year. Malaysia, for example, has reorganized its
inspection system to allow supervisors to undertake institutional
school reviews. Several statesin Indiahaveintroduced large-scale
external testing at the primary stage, and which involves the
comparison of schoolsin the context of accountability for school
effectiveness. In Hong Kong, the significant level of school
autonomy is counterbalanced by efforts at stricter accountability.
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Most Asian countries, over along period did not conduct school
evaluations as such: they did not evaluate or assess the school as
aningtitutional unit. Traditionally, evaluation of schoolsrelied almost
exclusively on: (a) inspections with their focus on administrative
oversight and control of individual teachers; and (b) examinations,
with their focus on the assessment of individual student
achievement. Until recently, evaluations were based on teacher or
student performance, and in that sense school evaluation was
equated with teacher appraisal or student assessment. Of late, the
idea of institutional evaluation as an indispensable exercise has
been gaining ground in the context of demands for greater local
accountability, efficiency and control over schools.

Furthermore, decentralization of education administration and
management, which iswell under way in anumber of countriesin
theregion, isaffecting thewhole concept of evaluationin education.
Decentralization —in various guises—is an important policy issue
in countries as diverse as China, India, Indonesia, Nepal, the
Philippines, Thailand and Viet Nam. Decentralized education
requires the participation of local governments, schools and
communitiesin the educational decision-making process, including
theeval uation of school performance. Inthiscontext, accountability
and developmental aspects of school evaluation are inevitably
becoming anissuefor school leadersand local school management
and governance structures as traditionally defined personnel
management functions are devolved from central agenciestolocal
ingtitutions. At the same time, there is increasing pressure for
changesto therole of the central education ministry informulating
policy, setting standards, developing appropriate monitoring
mechanisms, and providing the necessary technical support tolocal
education officesand schools.
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Clearly, the devel opmentsin school evaluation in the region
areoccurring within the context of aworldwidetrend towards school
evaluation. Some reasons for thistrend are presented in Box 1.

Box 1. Reasons for the current worldwide interest
in school evaluation

In most countries, quality improvement has become a top
priority of policy-makers, and they rely on evaluation mechanisms
to monitor quality.

Various studies have shown that one important determinant
of the deterioration of the quality of schools precisely relates to
the weakening of evaluation mechanisms, including the
professional supervision and support services.

More recently, the ‘value for money’ syndrome, which
permeates all sectors of society, has also hit the education system.
Thisislinked to astronger demand for accountability in the public
service, thereby increasing the claim for strong control and
evaluation mechanisms.

Finaly, theinterest in school evaluation finds an additional
justification in the present trend towards school autonomy.
Recently, in many countries around the world, schools are
receiving more freedom in making decisions in fields as crucial
as the curriculum, staff management and budget. This greater
degree of freedom granted to school s has provoked equally greater
demand for accountability at school level and for evaluation
procedures which should allow central governments to guarantee
standards of quality and equity across the system.

It seems obvious that school evaluation is concerned with
quality. Unfortunately, there is no standard definition of quality
and, like beauty, isinthe eye of the beholder. Nevertheless, quality
may be viewed as amulti-dimensional concept composed of three
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interrelated dimensions, the quality of the human and material
resources available (inputs), the quality of the management and
teaching/learning processestaking place (processes), and the quality
of theresults (outputs or outcomes). During the threelast decades,
there has been a growing body of research to find out how inputs,
processes and resultsrelate to each other —that isto say how schools
are functioning and how their functioning relates to quality.?

Whilemonitoring and eval uation systems have been influenced
by the results of this research, one cannot say that this influence
has been fully satisfactory. For example, several studies have
forcefully demonstrated that, whatever actions are being taken at
systemslevd, real quality improvement dependsonwhat isactually
happeninginthe classroom. Schoolsaretheddivery pointsat which
al the inputs of the system come together for interaction and
determinethe quality of theteaching/learning process. Thisiswhy
in a growing number of countries monitoring and evaluation
strategies are beginning to focus on the functioning of schools.
However, thisisfar from being the case everywhere. In spite of the
many positive changes that have occurred concerning school
evaluationin the Asian region, the assessment of teacher and student
performance, through inspections and examinations respectively,
remains the dominant mode of eval uation in most countries.

3. What, why and how of school evaluation

This following section of the report presents a summary of
the discussion. These issues were covered in the opening plenary
sessionsfollowed by group work. Thefirst plenary sessionreviewed

2. One example of this is an IIEP study: G. Carron and T.N. Chau, The
quality of primary schools in different development contexts, Paris,
UNESCO/IIEP, 1996. This publication was based on four case studies:
Zhejiang (China), Madhya Pradesh (India), Guinea and Puebla (Mexico).
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changes in the purposes, forms and strategies involved in school
evaluation, intheregion. The ensuing discussionsled to an exchange
of experiencesand amoregenera presentation on school evaluation.
The second plenary session formed an introduction to the group
work, with two presentations, relating respectively to school
evaluation in the host country, Malaysia, and in developmentsin
OECD. Additional country cases were presented (see Section B)
after another discussion session based on similaritiesand differences
in these two contexts.

3.1  What do we mean by school evaluation?

While it is virtually impossible to provide an exhaustive
definition that is acceptable to all, the working definition that
informed the seminar discussion and thisreport isasfollows: school
evaluation is part of the decision-making process in education; it
involves judgements about the performance of schools through
systematically collecting and analyzing information and relating
this to explicit objectives, criteria and values. Ideally, school
evaluationinvolvesan (internal and external) assessment that covers
all aspectsof aschool and their impact upon student learning. Such
review and analysis covers a range of inputs, processes and
outcomes reflected in such elements as staffing and physical
resources, curriculum resources, the quality of leadership and
management, learning and teaching activities, and the standards
achieved by students. From this perspective, school evaluationis
not an end in itself, but the first step in the process of school
improvement and quality enhancement. This perspective underpins
many of the attempts at reforming ‘inspection’ in the region.

The definition recognizes that evaluations indeed cover
different dimensions: it can be focused on students (examinations
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being aprime example), on teachers (through thetraditional teacher
appraisal), on schools (through league tables, external inspections
and audits or self-evaluation by the school) and on the education
system asawhol e (through, for example, the publication of indicator
reports or thematic studies on topics of specific concern). The
specific focus of the seminar and this report is on the school asan
ingtitution, whilerecognizing that any assessment of the performance
and quality of the school as an institution will indirectly focus on
its sub-components.

3.2  Why do we need to evaluate schools?

Despite ongoing debates about the forms and purposes of
educational evaluation, it can and does serve several purposes,
including control, accountability and quality improvement. The
reasons for the current attention to education evaluation and
assessment are varied and include the concern with improving
quality; the need to prove, in a competitive international
environment, the superiority of itshuman resources; and astronger
demand for accountability in the public service. This focus on
evaluation seemsthuswell justified, but the question still needsto
be asked: Why focus on evaluating schoals, rather than teachersor
the system asawhole?

The interest in school evaluation finds afirst justification in
the present trend towards decentralization and school autonomy.
This greater autonomy has prompted equally greater demand for
accountability at school level and for eval uation procedures, which
should allow central governmentsto guarantee standards of quality
and equity across the system. In Nepal, the Philippines, Pakistan
and other countriesin theregion, school committees (which often
include parents) are beginning to undertake school evaluation as
part of their mandated management functions.
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A second explanation lies in research findings, these have
highlighted the role that the ‘school’ as an institution plays in
improving and assuring quality of teaching and learning. Theway
the teacher interactswith the studentsin the classroom evidently is
crucial, but that interaction is influenced and shaped by the way
the school functions, by the leadership of the principal, the
relationship with the parents, the support received from other
teachers and the overall ‘climate’ of the school. Consequently, a
growing number of countries are developing tools to assess the
quality and performance of the school as an institutional unit.

A third reason for ANTRIEP s interest in school evaluation
isthat previous seminars explored themes such as school efficiency
and school management, which are fundamentally linked to
evaluation. Those discussions highlighted that all countries of the
Asian region are strengthening and diversifying their school
evaluation mechanisms.

3.3 How do we evaluate a school ?

The discussions on practices or mechanisms of school
evaluation started with two presentations, thefirst on aprogramme
in Sri Lankawhere teacher performance management isused asa
method of school evauation (seefor thefull text, seethe contribution
by W. Perera), and the second on experiencesfrom Australiawith
school self-evaluation. These presentations were followed by
discussionsoninvolving and strengthening community participation
in school evaluation.

Three tools at the disposal of education policy-makers to
evaluate schools were discussed: external inspections, internal
school (self) evaluation, and examinations and tests.
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External inspection

External inspectionisgenerally undertaken by the traditional
inspection or supervision services, although increasingly specific
bodiesare set up to ‘audit’ schools. For example, such bodieshave
existed since the early 1990s in severa Australian states and in
New Zealand. However, inmost of the other countries participating
in this seminar, no such separate service existsyet, although some
Indian states are reflecting on its creation. In general, thereis a
blurring of boundaries among compliance, effectiveness, evaluation
and accountability audits, and the rel ationship of any or all of these
to schoal development and improvement. Maaysiahasgonefurther:
it is reorganizing its inspection system to allow supervisors to
undertake institutional school reviews. A presentation by the
Malaysian Chief Inspector to the seminar explained its purpose: to
cover thewhole operation of the school. Thisimplies examining all
aspectsof resource management: finances, equipment and personnd;
appraising the quality of teaching and learning through classroom
observation; investigating the relationships with parents and the
wider community. Such an eval uation can be called different names,
for instance: ‘audit’, ‘whole school inspection’, * panel inspection’.
Its intention is to present to the school and to its community a
report on the school’s performance, with precise recommendations.
Themain challengeisnot to reform the structure of the service, but
its culture: inspectors will be asked to work in groups and to give
up on their direct control over teachers for a more distant
relationship. Probably the best-known exampl e of thistype of school
audit isthe one undertaken by the Officefor Standardsin Education
(OFSTED), set up inthe late 1980sin England and Wales.

While the Republic of Korea does not have an ‘ OFSTED-
like' inspection service, it uses an external evaluation committee.
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The provincial and metropolitan offices of education administer
school evaluations, directed towards upgrading school quality and
educational accountability, which, however, are not compulsory.
Each office of education is responsible for the preparation of
evaluation areas, criteria and methods, and establishing an
evaluation committee. Education administrators, school principals
and vice-principals, school teachers, university professors,
researchers and parental representatives who are appointed to
evaluation committees by their respective offices of education,
receive no special training. The content of the school evaluation
enforced by offices of educationisfocused on learning and teaching,
curriculum, student needs, and community consciousness. But the
evaluations do not deal with all aspects of the school nor is there
uniformity in the criteriaused or in the schedule. Some offices of
education, for example, include theresult of scholastic achievement
testsin the standards for school evaluation, but others do not. The
evaluations are usualy conducted annually, but there are cases
wherethey are carried out once every two years. Schoolsaregiven
a grade based on all evaluation fields and a final rankings list,
including all schoolsiscompiled. Theresultsof school evaluations
are used for supervision consultations and asabasisfor providing
financial rewardsto well-performing schools.

Internal school evaluation

Thesecondtoal isthat of internal school evauation. Alongside,
sometimes complementing external accountability, there is a
growing use of self-evaluation by schools. Thistrend gives schools
amuch more explicit, active and autonomousrolein the processes
of improvement, as distinct from those of external inspections. In
simpleterms, it is about schools asking themselves: “How are we
doing?’ Evaluation acts asamirror, enabling school-based actors
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and increasingly parents and communities aswell to take a closer
look at questionslike“ Arewedoing theright things?’ “How isour
work progressing?’ and “How do othersperceiveit?’ Itinvolvesa
review of key areas such asthe culture and ethos of the schoal, its
organi zation and management, delivery of the curriculum, teaching
and learning, pupil attainment, support for pupils and community
relations, satisfaction levels of students and parents. The process
often requires adetailed examination of specific areasinwhich the
school issuccessful and othersthat might be causing concern. Such
an examination isusually undertaken in relation to internal aswell

as external criteria, benchmarks or indicators.

This internal school evaluation can take different forms. It
can be an authentic self-evaluation process, in which all members
of staff examine their own performance and where, together with
the community, evaluate the school. Alternatively, it can beaproject
undertaken only by the school principal with some little help of
senior staff. It can be the schools’ own initiative or it can be an
obligationimposed by the ministry. Severa countriesare demanding
schoolsto do someform of self-evaluation, generally as part of the
preparation of aschool improvement plan. Thejustificationisthat
for schools to change character and direction deeply, external
pressure needsto combinewith internal conviction of the need for
such change. Nepal, for instance, is one of the many countriesin
the region where, al schools are expected to prepare their own
development plan, which, through its School Management
Committee (SMCs), entail sthe school undertaking self-evaluation.
The evaluation of aschool should involvethe parents, village social
workers and teachers working together. It is expected that, in the
long term, the SMCs, which areled by the parentsand village level
social workers, recruit theteachers, conduct performance evaluation
of individual teachers, and make recommendations on the promotion
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of teachers, national and district level awards, and teacherstraining
to the Department of Education (DoE). In reality, however, many
SMCsare not yet functioning, or are under thetotal control of the
local diteor the head teacher. The participation of the parent teacher
association, the school management committee, and theteachersin
school evaluation is focused on the smooth management of the
school, and the achievement of quality in education.

Most governments and education authoritiesin theregion tend
not to be satisfied with self-evaluations that usually emphasize a
predominantly developmental notion of evaluation and might be
uncritical of the school’s weaknesses. While there appears an
increasing tendency to devolvefinancial, manageria and curricular
responsihility to the school, it has been accompanied by atendency
towards external outcome targets and assessment and inspection
(e.g. Republic of Korea and Singapore), usually exercised by a
central authority that demands a stronger form of accountability.

Examinations and tests

Examinations and tests form the third tool. In all of the
countries, a major component of evaluation and school reform
includes attempts to improve academic standards and quality
through the use of tests or examinations. Many assessment systems
have cometoincludeamix of thefollowing: (a) national assessment,
which includes public (external) examinations to select students
for successive levels in the education system, and system
assessments to determine if children are acquiring certain
knowledge, skills, and values; (b) international assessments to
indicate where the achievements of students in a country stand
relative to the achievements of students in other countries (for
example, Indonesia and the Philippines have participated in

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

Seminar report: School evaluation for quality improvement:
issuesand challenges

TIMSS); and (c) classroom assessment of students' learning by
teachers and studentsthemselves, to feed into the teaching-learning
process.

Examinations are no longer used simply to distinguish the
‘able’ fromthe‘not able’ students. Student results by school become
ajudgement on the school’s performance. In agrowing number of
countries, ‘leaguetables’ of schools, especialy at secondary level,
are published in newspapers, asinformation to the public, to allow
parentsto choose aschool. Ministries might promote such ranking
of schools, as an incentive to schoolsto improve. Evidently, such
listing is useful only to those parents who have the opportunity of
choi ce and seemsto benefit the school with good results much more
than the weaker ones. However, the seminar expressed a different
worry with the use of examinations. Examination results can be
very useful information to teachers, to give them insightsinto the
weaknesses and strengths of their students and therefore their
teaching. This demands, however, that the responses are analyzed
and that specific feedback is given to teachers. Few countries so
far have asked their examinations unit to refocustheir interventions
from the preparation and administration of examinations to their
analysis and feedback to teachers.

Thefindings and outputs of thesethreetoolsarethe potential
sources of adatabase, which in turn can become atool to monitor
and evaluate schools. The challengeistoincludein such adatabase
not simply theeasily collected quantitative data, such asexamination
results or pupil/teacher ratios, but also the more qualitative
information, taken from inspection or self-eval uation reports on,
for instance, relationshipswithin the school or the leadership of the
school principal.
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The School Excellence Model (SEM) in Singapore is an
example based on thetripartite approach to school eva uation system
for quality improvement: (a) ongoing school self-assessment;
(b) cluster superintendents facilitating the school improvement
process and Ministry of Education five-yearly validation (external
evaluation); and (c) School Excellence Awards for sustained
achievement over time, regarding both educational process and
educational outcomes (based on examinations). A dedicated School
Appraisal Branch in the Ministry of Education is responsible for
matters pertaining to the implementation of the School Excellence
Mode and the Excellence Awards. The branch provides consultancy
on schools' self-assessment and conducts external validation of
schools.

4. Challengesin using school evaluation for quality
improvement

The seminar acknowledged that the eval uation of the school
as a unit is slowly becoming more prevalent in various Asian
countries. Examinations remain the most popular toal, if not the
only one in some countries. External inspection exists, but is not
commonly used for quality improvement. Moreover, it seems to
take place mainly in those schoolsthat are functioning efficiently,
and less in those that might most need such an assessment of
strengths and weaknesses. School self-evaluation isyet to take off,
although popular in the rhetoric that surrounds current school
improvement reforms.

It became evident that school evaluation can serve several
purposes. Two are particularly important: accountability (schools
should prove that they spend public money wisely) and quality
improvement (the identification of a school’s strengths and
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weaknesses as a crucial step in an improvement process). At
present, in many countries, school evaluation is meant to serve
mainly the accountability purpose — the idea of holding schools,
districts, educators and students responsible for results — has
become the watchword. In most countries, policy-makers are
moving to reward achievement and punish failure in schools.
Invariably, such success or failure is based on performance in
standardized national or sub-national examinations. Critics of
accountability-driven school evaluation, however, argue that the
focus on testing and accountability narrows and impoverishesthe
curriculum, disproportionately affectsthe poor, girls, rural students
and other disadvantaged populations, and, infact, may be antithetical
to quality improvement.

Furthermore, in developed countries, where the practice of
evaluating the school as an institutional unit started, all schools
receive sufficient resources, and making them accountablefor their
use of these resources, makes sense. Thisisalso supposed to make
them conscious of the need to improve their quality. But, in most
Asian countries and other devel oping nations, where many schools
are under-resourced, it might make less sense to judge schools on
how they use those resources and make them responsiblefor using
resources, which they do not have. In such a context, school
eva uation should focusmuch moredirectly on quality improvement.

4.1 School self-evaluation

School self-evaluationisnot yet very commoninAsia, where
national examinations and external inspection are still seen asthe
main forcein the evaluation of school and pupil performance. Yet
there appears to be a growing drive for internal, self-evaluation,
arising from the desire of schools and teachers to assess for
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themselves how well they are doing, and the increasing trend
towards decentralization and greater local school autonomy. The
idea of schoolsundertaking self-eval uation appearsto beasimple
means of assessing the performance of aschool, and finding ways
for improvement. There is growing evidence that the process
provides avaluabletool for teachers and for schools to assess for
themselves, how well they are doing. Where school evaluation
aimsat quality improvement, school self-eval uation and supportive
supervision are the appropriate tools.

Thereisincreasing recognition that although self-evaluation
and school inspection might seem contradictory, they are not
mutually exclusive, and they can and should be complementary
activities. In most countries within the region, inspectors,
traditionally responsiblefor external evaluation and the maintenance
of standards, are overworked and in many cases, under-trained —
particularly in relation to current trends in school management.
Their ability to provide the impetus for school improvement is
therefore limited. There is also debate about their ability to ‘wear
two hats', which isto function effectively in therole of both critical
external evaluator (inspector) and supportive adviser (supervisor).
Asaresult, itisfelt that individual schoolswould be more sensitive
to the needs of their students and those of thelocal community than
central authorities, and therefore more suited to find waysto help
them. In the Australian state of Victoria, the shift from external
inspection tointernal quality assuranceis contained within aschool
development framework, which also meets government
accountability needs. In this model, school self-assessment is
complemented by external verification by aschool reviewer. The
external review assists the school by taking a fresh look at the
analysis of the school data to ensure that the (school’s) self-
assessment is supported by the data presented. They will assist the

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

Seminar report: School evaluation for quality improvement:
issuesand challenges

school in highlighting achievements, and noting areas that need
improvement.

Although there are many positive aspects to school self-

evaluation processes, there are anumber of problemsand issuesto
be dealt with. Asthe countries expand self-evaluation policiesand
strategies, some questionsto consider in thisregard include:

1

Will thetransposition of the concept of school evaluation from
the developed countries, within a context of a demand for
greater public accountability, to devel oping countries and to
under-resourced schools, not have adverse effects? Is the
school evaluation strategy being promoted appropriateto such
schools, and is there adequate capacity to implement such
strategies effectively?

How does self-evaluation affect the need for the education
authorities to achieve a balance between ‘managing’ and
‘supporting’ schools? Just how far could external management
and intervention in these processes go? To what extent could
the schoolsberelied uponto carry out rigorous and demanding
self-assessments?

In many countries, the institutional culture stresses more
obediencethan initiative taking. In such acontext, will school
self-evaluation bedonebecauseit isofficially required or isit
truly embraced by the school and the community? Will
participation in the activity be confined to the head teacher or
the senior management team or will it includethe whole staff?
What isthe impact of self-evaluation on teachers' workload
in the face of multiple school improvement initiatives that
teachers haveto deal with?
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As more countries begin to implement policies for the
implementation of school self-evaluation, they need to pay attention
to the accompanying support and capacity-building from central
to school levelsthat are needed. School capacity-building to support
self-evaluation needs to pay attention to such aspects as: creating
an understanding of the whole notion of self-evaluation including
its purpose, the relationship and balance between self-evaluation
and external evaluation; creating a sense of ownership and
commitment to evaluation for improvement and accountability; and
developing or making explicit the performanceindicators, criteria
or benchmarks to be used to assess school quality. School self-
eval uation as an essential mechanism for monitoring and improving
teaching and learning at the institutional level will have to be
developed further taking into account country specific aswell as
regional experiences. Its linkage with external inspection and
examinations and tests needs to be given particul ar attention.

4.2 External inspections or audits

Inspection services, which traditionally focused on the
performance of individual teachers, have shifted their attentionin
recent yearsto the systematic evaluation of schoolsasinstitutions.
In some cases, thishasled to the creation of aspecific body, whose
only task isto undertake such audits and which might or might not
haveastrong level of autonomy. However, these developmentshave
resulted in anumber of dilemmas. In addition to the issue of what
is being monitored and reported on, education authorities are
confronted with questions about the exact role of school inspectors.
The key question is: should inspectors simply be impartial and
impersonal agents of government; or should they also act as* guide,
philosopher and friend’ ? Can they, in practice, adopt both of these
two roles — judgemental and supportive — without tensions and
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misunderstandings arising? The complex inspection systems
existing in different countriesintensify various problemslinked to
tensions between disciplinary and developmental roles of the
inspectors and supervisors. There has been some improvement in
cases where the supervisors act principally as education advisers
working in classroomswith the teachers. For example, Bangladesh
has adopted a policy based on the premise that ‘ control without
support will not lead to quality improvement’.

In some countries, the supervision service has been given the
main task of the regular auditing of schools. Wherethisisthe case,
it has had to change its way of operation and its culture: teams
undertake visitsand supervisorsno longer havetheir ‘own’ schools.
In these cases, supervisors haveto accept that their role has shifted
from offering both advice and control, to a more distant one of
reporting on a school’s strengths and weaknesses. In many cases,
supervisorsat district or local level will continueto work asbefore,
whileacentral level inspection service performsthe audits. A big
challengefor most of the countriesisthat supervisors are expected
to play both the support and inspection role which complicates
their work to the extent that they may not do either well.

4.3 Examinations and tests

The objectives of ‘school evaluation’ have an impact on the
choice of instruments to be used. A school evaluation strategy,
which concentrates on accountability, relies mainly on examination
resultsand on external school audits. The agendafor such evaluation
isbeing set by the ministry of education, and increasingly reflects
the concerns of the wider ‘public’, interpreted by politicians and
themedia. In many cases, teachersfeel the victimsrather than the
beneficiaries of such an evaluation. In anumber of countries, the
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emphasison examination asameasure of school quality isresulting
inafocuson uniformity, and an emphasison only those educational
purposes that can be measured by objective standardized tests.

While examinations are an indispensable tool for evaluating
the education system at student, school and system level, they have
to be used circumspectly. The seminar discussions and country
case studies indicate that, across the region, examinations are
sometimes: (a) limited in the knowledge and skills they assess;
(b) not connected to the knowledge and skillsthat studentsneed in
their everyday life outside the school; and (c) in many instances,
are not integrated into the normal structures and activities of
ministries. Nevertheless, not only do they occupy centre stage in
the evaluation system of anumber of education systemsthey often
provide the only data on which students, parents and other
stakeholders can make judgements about school quality.

In Nepal and Indonesia, for example, examination resultsare
used not only for selecting students for higher classes, but also to
evaluate the performance of the schools. Schools are considered
acceptable or weak according to their results. Because the
examination is the only easily available indicator of school
performance, parents make the decision of selecting the schoolsto
enrol their children, according to their performance on district and
national examinations. The national examinations (the School
Leaving Certificate Examination in Nepal and the National Final
Examination for Junior and Senior High School/Islamic Senior High/
Vocational School inIndonesiafor example) receiveaninordinate
amount of attention across the country, acting as the gateway to
higher secondary education, for jobs and even to find a suitable
and able bridegroom for marriage to female students. Therefore,
theteachingin all levelsis examination oriented. Although many
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attempts have been madeto adopt amore holistic evaluation system,
which includes continuous and comprehensive scheme of evaluation
(e.g. quarterly tests, observation of skills, attitude, classroom
participation and final comprehensive examination), these efforts
have done little to change perceptions and practices. One of the
problemsisthat the school -based assessment often lack credibility,
often rightly so because they are underdeveloped, inconsistent,
and implemented in many cases by teacherswith littleor no training
in their use.

Although few of the countriesin the region have participated
in international assessments (only Indonesia and the Philippines
participated in TIMSS), itisanincreasingly important and powerful
mechanism in systemic evaluation. TIM SSand other international
studies are designed to help participating countries to improve
student learning. They collect educational achievement data at
particular grade levels and in particular subject or skill areas
(e.g. TIMSScallectsdataon mathematics and sciencein thefourth
and eighth grades) to providetentative evidence on trendsin student
performance. Whatever their shortcomings, these assessmentsare
animportant source of information for policy development, to foster
public accountability, and to address concerns about the quantity,
quality, and content of instruction. International comparisons are
valuable, if they help different actorslook at the schools from the
perspective of instructional improvements.

Despitetheir shortcomings, examination results (national and
international) are also being used to stimulate competition between
schools. One benefit isthat such competition may serveto promote
academic achievement. However, it can also be counterproductive
at a systemic level. Schools who perform well, and who publish
their results, are likely to attract the more competent and more
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advantaged students, thus enhancing their (the schools’) chances
of greater success. This may be at the expense of an under-
performing school.

Countries need to take heed to acaution about testing expressed
over forty year ago, which applies equally today in relation to
examinations and standardized testing as a measure of student or
school performance:

Testing, of course, isnot lethal initself, but it canbeusedin
amost destructivefashion. When theresultsof asingletestis
madethe single criterion for promotion of astudent, granting
or withholding state moneys for school support, or the
assessment or success or failure of a teacher or school, it
begins to assume a too great importance in the whole
educational picture. A high score in the test is used as an
educational objective?

This is not to suggest that examinations and tests are
unnecessary or have no value. A testing moratorium would not
meet the legitimate needs of parents and others for information
about student learning, nor would it ensure that information useful
for school improvement is obtained and properly used. It is an
important meansto measureindividual student achievement and as
a basis for providing appropriate learning opportunities and
guidanceto students; and it does provide some idea of the quality
of education provided by aschool or an education system for that
matter. At the same time, examination results also enable

3. E. Bird, “State-wide testing: An analysis of the Citizen’s Advisory
Committee”, p. 71, 1961. Quoted in C. Mazzeo, “Frameworks of state:
Assessment policy in historical perspective’, Teacher’s College Record,
133(3), June 2001, pp. 367-397.
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governments to develop equity and redress mechanisms, target
students and populations that are disadvantaged or require
assistance. However, it cannot be the sole or even the central
mechanism in evaluating schools.

5.  Concludingremarks

Many conventional assessment strategies, which still prevail
inmost countriesinthe Asian region, focusing primarily on teachers
or on students, serve mainly to heighten anxiety, minimize dialogue,
reinforceinstitutional hierarchies, and may actually inhibit school
quality improvement. Rather, schools need support, a closer
involvement with their communities and better rel ationshipsamong
staff, and not simply pressure and control. The challengeisnot to
choose between accountability and quality improvement, but to
find the right balance between these aims, between internal and
external evaluation, between thecriteriaset by the central authorities
and those set by the school staff itself, between the demands of the
‘public’ and the needs of the professional community.

Meeting this challenge requires policy-makers to adopt a
holistic view that allows sufficient coherence between school
evaluation for accountability, and school evaluation for quality
improvement. Such aperspectivewill enable countriesintheregion
to develop broader, more appropriate school evaluation systems,
involving different rationales and, from atechnical point of view,
systems that involve: (a) different types of information gathering
and analysis; (b) multiple foci in the school (classroom learning
and teaching, school management, resources, etc); (¢) avariety of
actors (inspectorsto teachers and parents); and (d) a combination
of evaluation devices (external inspections, self-assessment and
examinations).
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Such multifaceted systemsfor reflecting on the performance
of schools can only help improve school practices and student
learning. To ensure that these systems do in fact support quality
improvements, key policy questionsthat need to considered, include:

1. What is the relative emphasis to be placed on control/
accountability and on support activities?

2.  What is the relative importance to be given to external
evaluation versusinternal, school-based eval uation? What will
be the distribution of roles between the two?

3. What type of school-based evaluation will be adopted? What
will be the respectiveroles played by the principal, teachers,
parentsand local community representatives?

4.  How much of standardized testing and examinationswill be
introduced? How will the results be used for school evaluation
purposes?

In the end, each country has to work out its own evaluation
strategy based on acareful analysis of what exists, and taking into
account the values and development objectives it would like to
promote. Several factors that are of particular importance are the
level of teacher professionalism, the strength of the accountability
framework at local level and the effectiveness of the present
eval uation mechanisms. No system can betransferred as such from
one country to another, but many lessons can be learned from
analysing different practicesand from exchanging experiences. This
isthe basic philosophy behind ANTRIEP network seminars.
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ll. A review of school evaluation
mechanisms in Bangladesh, Indonesia,
Nepal, the Philippines and Malaysia

Jordan P. Naidoo

This section provides a summary account of country case studies
presented at the seminar. The studies were based on a review of
availabledocuments, reports and national data, and, where possible,
on informal discussions with head teachers and administratorsin
charge of school management and eval uation at national and sub-
national levels.

It provides an overview of the various school evaluation
mechanisms that exist in Bangladesh, Indonesia, Nepal, the
Philippines and Malaysia. Country cases were presented at the
seminar in order to devel op acomprehensive understanding of the
various school eval uation mechanismsthat exist in these countries.
The school evaluation mechanismswere: (a) examinationsand tests;
(b) external school reviews(e.g. panel inspectionsor school audits);
and (c) school self-evaluation. The country case studiesincluded:
adescription of each of these mechanisms; and an analysis of their
strengths and weaknesses, and their impact on the quality and the
functioning of the schools. It isimportant to note that the studies
were expected to focus on school evaluation, that is, on the
evaluation of the school asan institutional unit and not on teacher
or system evaluation. For example, ‘examinations were to be
reviewed in so far asresults by schoolswere avail able, and used to
evaluate the performance of the individual schools. The analysis
covered primary and general secondary schooals.
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1. School evaluation in Bangladesh®

Bangladesh has made significant progressin education in the
last two decades, especially concerning increasing access and gender
equity. With more than 20 million studentsin over 80,000 primary
and secondary level schools, gross primary enrolment rates (GER)
rose from 76 per cent in 1991 to 95 per cent in 2001, while
corresponding net enrolment rates (NER) rose from 64 per cent to
80 per cent. Primary drop-out rates fell —from nearly 60 per cent
in 1991 to 30 per cent in 2000. Notwithstanding the past decade’'s
impressive gains, especially in access to primary education,
improving quality remainsaprincipal challenge.

Education is a 5-5(3+2)-2 structure starting with primary
education at the age of 6 and consisting of fiveyears(grades 1-5).
The primary level isfollowed by three years of junior secondary
education (grades 6-8); two years of secondary education
(grades 9-10); and two years of higher secondary education
(grades 11-12). The Directorate of Primary Education (DPE) under
the Primary and Mass Education Division (PMED) attached to the
Prime Minister’s Officeisin charge of general public and private
primary schools. The PMED isresponsiblefor policy formulation,
while the responsibility for administration, management and
planning rests with DPE (central) and its Divisional (Regional),
and District and Sub-district (Upazila) structures. The Directorate
of Secondary and Higher Education (DSHE), in the Ministry of
Education (MOE), is responsible for secondary and tertiary
education. The Madrasah Education Board al so based inthe MOE

4.  Thisaccount isin large part a summary based on areport presented at the
Seminar: Background paper: Bangladesh by Enus Ali Dewan (Director
Generad NAEM), Roohi ZakiaDewan (Assistant Director General NAEM),
and Syed Jaghil Pasha (Deputy secretary, Secondary, MOE).
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administers a parallel system of madrasah or religious schools.
All of thesedifferent entitiesareinvol ved in someway with school
evaluationintermsof their overall responsibilitiesfor administering
their sector of the education system. However, more specifically,
areas such as student evaluation and examinations, curriculum,
and financial administration are the responsibilities of the Board
of Intermediate and Secondary Education (BISE), the National
Curriculum and Textbook Board, and the Directorate of Inspection
and Audit (DIA).

1.1 Overview of school eval uation mechanisms

There are serious concerns about the quality of education, in
a context of limited resources, high teacher: pupil ratios (1:65 in
primary schools and 1:41 in secondary schools), low teacher
qualifications(only 37 per cent of teachersaretrained), and asystem
characterized by weak management at all levels. Problems are
compounded by anineffective system of accountability: of teachers
to students, parents, the community and head teachers; of head
teachers to supervisors and school management committees; and
of school management to government. Until recently, most school
evaluation hasbeen for adminigtrative oversight. Given thissituation
thereisagrowing recognition of the need for more comprehensive
evaluation of school performancein Bangladesh.

Examinations

Examinations are used widely asameans of evaluating student
learning, but little or no consciouseffort ismade to use examination
dataasindicatorsof school performance. These examinations serve
largely to assess individual student performance, for formative
teaching and learning purposes, as a screening mechanism for
promotion to higher levels, and for systemic evaluation.
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Nevertheless, it isimportant to review the different examinations
asthey arebeginning to servean important rolein school eval uation.
Following are the common examinations undertaken in Bangladesh:

Final School Examination. Each primary school conducts
annual final examinations for grades 3, 4, and 5 and issues
certificates to the successful grade 5 completers as primary
graduates. At the secondary level, schools set examinations each
year for grades 6, 7 and 8. These results are used to calculate
promotion and repetition rates, providing data on the internal
efficiency of the school system. However, they are not used for
evaluating the performance of individual schools.

Primary Scholarship Examination. Of the best pupils at each
school, 20 per cent sit for this ‘restricted’ public examination
conducted by DPE. Successful candidates are awarded scholarships
up to grade 8. The scholarship examination acts as a measure of
school effectiveness, as the number of successful candidates and
their achievement level istaken as areflection of the performance
of theschooal. Such information ismade public giving the department
and the public an idea of the relative quality of schoolswith these
PSE results as the indicator of performance.

Junior Scholarship Examination — At the end of grade 8,
pupilsselected onthe basis of their performancein thethree annual
school examinations (grades 6, 7 and 8) take this examination
conducted by DHSE. Successful candidates are awarded
scholarshipsup to the end of the secondary cycle. Thisexamination
servesasimilar function asthe Primary Scholarship Examination.

Secondary School Certificate Examination (SSC). This
examination, conducted by the Board of | ntermediate and Secondary

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

A review of school evaluation mechanisms
in Bangladesh, Indonesia, Nepal, the Philippines and Malaysia

Education (BISE), provides students with a secondary school
completion certificate. Student performance in the Junior
Scholarship Examination and the SSC provide the public and the
MOE department an idea of the relative quality of schools.

External school inspections or audits

At the primary school |level, the Upazila Education Officers
(UEOs) and the Assistant Upazila Education Officers (AUEQOS)
undertake routine inspection and supervision of schools, which
involves some evaluation of overall school performance. At the
primary school level, every AUEOQ in charge of 15 to 20 schools
undertakes a full inspection, covering management, governance
and classroom teaching. Monthly requests are submitted to the
UEO who consolidates them and sends them to the deputy director
at thedivisional or regional level.

Since 1997, apolicy has beenimplemented to classify primary
schools by evaluating them based on certain standards. Schools
deemed to be unsatisfactory or low performing are identified in
order that measures aretaken to ensure their improvement. Theten
criteriaused in this assessment, each accounting for 10 points, are:
enrolment rate, learner attendancerate, drop-out rate, effectiveness
of the School Management Committee expressed as number of
meetings held, successratein the primary scholarship examination,
punctuality and dutifulness of teachers, cleanliness and
attractiveness of the school site, number of parent teacher meetings,
co-curricular activities, and record management. The Upazila
Education Committee, with the assistance of UEQOs, evaluates
schools and classifies them according to the following scale:
‘A Grade' (schools scoring above 80 points), ‘B Grade' (schools
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scoring 60 to 79 points), ‘ C Grade' (schoolsscoring 40 to 59 points),
and ‘D Grade’ (schools scoring less than 40 points).

As with primary schools, in the secondary system, District
Education Officers (DEOs) are responsible for inspection and
supervision of secondary schools and dakhil madrass. However,
the number of schools per supervisor (DEO) isso high that aschool
is possibly visited only once in three years. For example, the
64 DEOsresponsiblefor academic supervision of secondary schools
have 20,158 schoals in their jurisdiction, which means that, on
average, each DEO is responsible for 314 schools. Nor are the
visits specifically designed for evaluating the performance of
schools; neither do they provideany real insight into thefunctioning
of schools. BISE, with three inspectorsand DIA, with 32 officers
arealso engaged ininspection, but for different purposes, and again
not necessarily linked to school performance evaluation. BISE
inspectors undertake school inspectionsto determineeligibility for
grants, while DIA officers conduct financial auditing.

Some action has been taken recently to institute measures to
conduct evaluations of secondary schooals. In December 2001, MOE
adopted a set of five criteriato evaluate secondary schools. These
are: (a) infrastructure; (b) management; (c) academic matters,
(d) results of learner assessment; and (€) co-curricular activities.
Thecriteria, which add up to 1,000 points, are weighted: academic
matters receiving 30 per cent, management 25 per cent, learner
assessment/examination results 20 per cent, and infrastructure and
co-curricular activitiestaking up theremaining 25 per cent. Schools
are to be evaluated on these criteria by Zonal Deputy Directors
working with Inspectors of Schools, DEOs and Upazila Project
Officers, inorder toidentify ‘ standard’ and ‘ sub-standard’ schools.
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School self-evaluation

There is no structured mechanism for schools to undertake
self-evaluation. But all schoolsarerequired to undertake areview
of their round-the-year activities at the end of each academic year,
and to plan for the new year. However, thereis no specified format
or indicatorsfor such areview and, in effect, such * self-eval uation’
(even if it may be loosely termed that), is strictly an individual
school affair. Furthermore, such reviewsare usually conducted by
the school management and may include teaching staff. Parentsor
district officials are not involved, nor is any review report sent to
the education authorities, parents or other stakeholders.

1.2  Challengesin school evaluation

While some progressis being made with regard to education
evaluation, particularly in the use of examination or achievement
datato assess systemic efficiency, the eval uation of schools per se
remains quiteinadequate. Key challengesare:

1. Theexistence of distinct primary and secondary systems of
education administered by two separate ministrieswith little
co-ordination between the two has resulted in a lack of
concerted efforts on policy formulation, planning and
management of education, whichisreflected in theevaluation
of schoolsaswell.

2. Clearly, the evaluation of secondary schoolsis much weaker
than primary schools. The coverage demands on district
officials are overwhelming, and except for the national exit
examination, the Secondary School Certificate (SSC), there
arefew if any measuresto evaluate school performance.

3. Devolution and decentralization of key management and
administration functionswith authority and accountability to
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local administrative units (districts, Upazilasand schools) holds
some promise for developing a more comprehensive
evaluation system. However, building management capability
to undertake evaluation responsibilities at theselevel srequires
a systematic ongoing capacity-building programme. At the
same time, how to develop a culture of local autonomy and
accountability to local communities will require more than
technical training.

A crucia element of any strategy for education quality
improvement in Bangladesh will be the devel opment of arigorous
monitoring and eval uation system, with the assessment of individual
student achievement, evaluation of school performance, and
systematic monitoring and eval uation feeding back into policy and
practice at all levels of the education system.

2. School evaluationin Indonesia®

Indonesia’s educational system reflectsits diverse religious
heritage, and the challenge of resource allocation in a developing
nation with rapidly growing population. Indonesiahas a 6-3-3—4
school education system: formal schooling begins at the age of 7,
with six years of primary education (grades I1-V1), followed by
threeyearsof junior secondary education (gradesVI11-X), and three
yearsof senior secondary education (grades X—X 1), and four years
of tertiary education. Primary education is normally free, though
parents haveto pay small admission and examination fees. Indonesia
has two parallel systems of general and religious education. The
Ministry of National Education (MONE) and the Ministry of

5. Thisaccountisinlarge part asummary based on: Education quality control
(EQC) in Indonesia, prepared for the ANTRIEP Seminar, Malaysia, 2002.
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Religious Affairs (MORA) are responsible for managing general
schools and madrasah, respectively. MONE administers formal
public and private schools and universities, aswell as non-formal
modes of education. MONE is the major provider of education,
accounting for about 84 per cent of primary enrolment.

During the 1990s the reform of basic education focused on
expansion, enhancing science and technology, curriculum
decentralization, improving the quality of textbooks and teachers
guides, devel oping the effectiveness of in-serviceteacher training,
and promoting a conducive school and classroom environment.
From January 2001, the management of schoolsunder MONE has
been decentralized to the district level under the Law on Regional
Governance (22/1999) and Law on Fiscal Decentralization
(25/1999). Under these laws, the office of the Bhupati (elected
district/municipality), under the Ministry of HomeAffairsand district
parliament, manages primary education.

2.1 Overview of school evaluation mechanisms

The main instrument for assessing quality in Indonesia is
through examinations, even though they provide mainly systemic
or individua student data. Indirectly, they give parentsand students
an idea of which schools are producing students with higher
achievement. The country report for Indonesia presented at the
seminar did not provide any information on external inspectionsor
self-evaluation, which are being introduced in the context of
decentralization and the latest education law. Article 58 of thelaw
states: “Evaluation of learners’ achievement, of institutions, and
of educational programmes shall be conducted by independent
bodiesregularly, comprehensively, transparently, and systematically
inorder to assessthe achievements of national education standards.”
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Article 59 adds that government and the community and/or
professional organizations and local governments shall carry out
evaluations of education providers, units, streams, levelsand types
of education.

Examinations

Examinationsare used widely asameans of eval uating student
learningin Indonesia. Some servesmply to assessindividua student
performance (e.g. the elementary school final examination). Others
intend to assess the health of the system asawhole (e.g. the Basic
Skills Assessment or the Survey of Student Achievement). A few
try to combine these purposes (e.g. the junior and the senior high
school final examination). Thetypesof common examinations and
testsare asfollows:

School Final Examination for Elementary School/Islamic
Elementary School. Schools conduct the grade level annual
examination under the guidance of the official regency/city or district
education unit. Results are used mainly for promotion purposes
and feedback to teachersfor learning and teaching improvements,
it serveslittle or no school evaluation function.

Basic Skills Assessment. This is mandatory for all students
in the third and fifth class of the elementary school and second
classof thejunior high school, and provides dataon student mastery
of basic skillsin reading, writing and mathematics. Largely serves
a systemic assessment function and feedback.

National Final Examination for Junior and Senior High
School/lslamic Senior High/Vocational School. A national
assessment of student learning achievement undertaken to ‘ measure’
quality of education by type or level/grade of education. Used asa
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means to: (a) monitor quality of systemic education provision;
(b) for student graduation through different level s of the education
system; and (c) feedback to schools for quality improvement
measures. It also serves as an instrument of accountability, as
information is made availabl e to parents and the public reflecting
on school quality. The National Final Examination is co-ordinated
by the Testing of Research and Devel opment Centrein co-operation
with the Directorate General of Elementary Education, Directorate
General of Guidance and Development for Religion, Directorate
General of Elementary Education.

Selection Test. In addition to the final national examinations
for thedifferent levels (elementary, junior high, secondary), students
areal so required to take sel ection tests based on aschol astic aptitude
or competency test by level.

University entrance examination. This is conducted by a
consortium of universities for placement in universities. These
examinations tend to be very difficult due to the interests of top
universitiesto select the best candidates. Many teachersin senior
secondary school focuson preparing studentsfor these examinations
rather than on the prescribed secondary school curriculum. Students
who have a consistently high performance during senior secondary
school may be exempted from the examination.

Survey of student achievement. A sample of a student’s
performance and other rel evant variables, conducted periodically.
At present, surveys conducted are not professionally designed and
the instruments tend to be of poor quality. A National Assessment
Programmeisforeseen.
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International Assessment. In 1995, Indonesia took part in
TIMSS but was not included inthe TIM SSreport officially issued
at the end of 1996 because of problems associated with sampling
design. Participation in this type of assessment is to compare
Indonesian students’ achievement with other students from other
countries, and to provide an ideaof systemic performance and not
that of individual studentsor schools. However, the results may be
used to assess schools by types, regions, etc., depending on the
analysis of the data.

Examination results are used primarily for selecting students
for higher classes. However, more informally they do serve some
means of evaluating the school performance with schools being
considered acceptable or weak according to their examination
results.

2.2  Challengesin school evaluation

Developing aschool evaluation strategy hasto be seeninthe
context of the need for comprehensive reform, incorporating all
aspects of the teaching/learning process: teachers, materials and
facilities, role of society. Some specific challengesinclude:

1. Strengthening the decentralization and bottom-up planning
processes (including enhancing the skills of the Ministry of
Education planning officers and managers in the provincial,
district, and sub-district offices in evaluation) is a great
challenge.

2. Theexpectation of local involvement (at school and community
level) fully materializing quickly is unrealistic due to the
complex nature of the education system in the country. The
changing of institutional and public behavioursrequiresasow
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step-by-step process that allows for both reflection and
feedback.

3. Defining not only minimum basic |earning competenciesfor
al levels and types of education, but for the performance of
schools are required. Thisis no easy task in the context of
Indonesia, given the divergence of opinion with regard to
educational philosophy among key stakeholders.

3. School evaluation in Nepal®

The present structure of formal education (academic) is
twelve years of schooling and five years of university education.
Since the early 1990s, two years of higher secondary education
have been introduced. Two years of proficiency certificate level
and athree-year bachelor level have been scheduled to phase out
the current the university system. The Ministry of Education and
Sports (MOES) is responsible for planning, management and
service delivery. Evaluation of schoolsisthe responsibility of the
Department of Education (DoE) established in 1999 with the
objective of taking responsibilities for overall implementation,
supervision and monitoring of the formal and non-formal education.
Besides examination, other means of evaluation arerarely usedin
schools and colleges. About 4.9 million students study in
about 26,000 Nepalese schools, from Grade 1 to 10, with
about 142,000 teachers.

6.  Thisaccountisin large part asummary based on: Nepal: a national study
on school evaluation, Nepal country report prepared by His Majesty’s
Government of Nepal Ministry of Education and Sports, Kathmandu, and
Tribhuvan University Research Centre for Educational Innovation and
Development (CERID), Kathmandu.
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Overview of school evaluation mechanisms
Examinations

Examinationsare used widely asameans of eva uating student
learning across the region. Nepal is no exception to the regional
trend, to the extent that theterm ‘ evaluation’ isoften synonymoudy
used for examinations in Nepal. In lower primary (grades 1-3),
Continuous Assessment (CA) is used to assess the individual
student’s performance. CA isnot used for promotion purposes, or
as an indicator of a school’s quality. Up to high school level, the
evaluation of students is done through terminal, half yearly and
annual examinations at school cluster, district and national levels.
These examinations serve largely to assess individual student
performance, and as a gateway to higher levels. The types of
common examinations and tests are asfollows:

Cluster Level Grade 5 Test. Schools conduct the grade 5
test as geographical clustersin public schools, and umbrella-wise
clustersin private and boarding institutional schools. Whilegroups
of schools evaluate individua students, there islittle comparison
of performance between schools.

District Level Send-Up Test. This test was used in practice
until 1997 to select the candidates to sit for the School Leaving
Certificate Examination. After 1997 the send- up test has been
conducted in cluster similar to the grade 5 test. It is also used to
ensure curriculum uniformity.

National Level Examination. The School Leaving Certificate
Examination for the final grade 10, conducted nationally by the
Office of the Controller of Examinations under Ministry of
Education and Sports, has been in place since 1934.
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Examination results are used primarily for selecting students
for higher classes. However, more informally they do serve some
means of evaluating the school performance with schools being
considered acceptable or weak according to their examination
results. Since examination results are the only readily available
indicator of school performance, some parents select in which
schoolsto enrol their children based ontheir performance on district
and national examinations. At the same time, in one national and
five development regions, awards of cash, a shield, a certificate
and abanner are awarded to the best performing secondary schools
in the National School Leaving Certificate Examination on
Education Day every year. The criteriafor evaluating the schools
are those school s with the highest result, both as a percentage and
quality of achievement. This national award, which serves as a
motivator for better performance, depends on school ranking, and
thus actsindirectly as a means of evaluation.

However, the national level examination in particular may
have some undue negative consegquences. It receivesan inordinate
amount of attention across the country acting as the gateway to
higher secondary education, for jobs, and even to find a suitable
and able bridegroom for marriage for femal e students. Therefore,
theteaching in all levelsis examination oriented. Although many
attempts have been madeto adopt amore holistic evaluation system
that includes continuous comprehensive evaluation (e.g. quarterly
tests, observation of skills, attitude, classroom participation and
final comprehensive examination), these efforts have not been
successful.

External school inspections or audits

Most external evaluation of schoolsin Nepal isgeared towards
improving management of human and financial resourceswith the
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objective of achieving quality education. At this stage ‘inspections
or external school auditsarefocused largely onteacher performance,
rather than on school performance as such. To this end, a variety
of supervisory levelsand agencies providethe professional support
services to school teachers and evaluate them through a set of
criteria. Some of these are outlined below with the proviso that
their roleislargely advisory and supportive rather than evaluative.
The possible conflict between these two functions— eval uation and
support—isvisibleat every level, but in particular for the resource
centres. They may serveanindirect ‘ evaluation function’ through
schooal visits, classroom observation, sharing experiences and
bringing uniformity acrossthe schools. However, resource centres
areinvolved in supervision and professional support by providing
such services asholding Friday head teacher meetings, dissemination
of curriculum policy and programmes, preparation of annual work
plans, and conducting cluster examinations, and training in the use
of instructional materials, teaching methodol ogies and examination
results.

Resource Centre Evaluation Scheme. Resource centres play
a more direct role in evaluation of primary schools through the
Resource Centre Eval uation Scheme where the best ranked school
is awarded a cash prize each year. The criteria for selecting the
best school include: net enrolment rate, girls net enrolment rate,
raising education awareness, school environment, internal
management, school improvement planning and academic
achievement.

Didtrict level supervision. School supervisors co-ordinatethe
resource centres of their area and monitor their activities. In this
capacity, supervisors visit the lower secondary and secondary
school's, meet the teachers, head teachers and the members of school
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management committees, village education committees, and discuss
learning and teaching activities and the school’s overall progress.
Such supervision involves some eval uation of school performance,
but again indirectly, and thereisno formal feedback mechanism or
ranking of schools.

School classification criteria. A system of school
classification has been introduced where schools are to be
categorized according to: physical facilities; management of
teachers; maximum number of female teachers; the enrolment of
students; number of girl students, the teacher:student ratio;
educational achievement; theratio of expenditure on teacher/staff
salary to maintenance and instructional materials; and the duration
and number of days. It is hoped that school classification creates
competition among schools, and assists in quality enrichment. It
hoped that thisregulatory framework assistsfee-paying parentsto
choose schools by quality.

School self-evaluation

The School Management Committees (SMCs) are key
structures involved in evaluation at school level. The roles and
responsibilities of SMCs are specified by education regulations
and acts. The overall evaluation of aschool by the SMC involves
the parents, village social workers and teachers working together.
SMCs, which should beled by the parentsand village level social
workers, recruit the teachers, conduct performance evaluation of
individual teachers, and make recommendations on the promotion
of teachers, national and district level awards and teacher training
to the Department of Education (DEO). The participation of the
parent teacher association, the school management committee and
the teachers in school evaluation is focused on the smooth
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management of the school, and the achievement of quality in
education. While SMC play some rolein evaluating teachers and
assisting the school management with the running of the school, at
thisstageits participation in any formal evaluation of the school is
virtually non-existent. For al intents and purposes, schoolsreally
do not engage in self-evaluation per se. At the same time, many
SMCs are not yet functioning. Where they are, they are very
regularly controlled by the school principal or by apowerful person
in the community, and do not allow for wide participation.

4. School evaluationin Malaysia’

Malaysiaprovideseeven yearsof free schooling, and officialy
Malaysian children begin primary school education at age 7 with
over 95 per cent of them being enrolled in public funded schools.
Malaysiahasastudent enrolment ratein secondary schoolsof more
than 85 per cent, and a literacy rate of 93 per cent. The formal
education structure consists of three main levels. Primary education
(ages6-12), secondary education (ages 13-17), and post-secondary
(ages 17-19). The Maaysian Ministry of Educationisresponsible
for regulating the operations of all schools and educational
institutions from pre-school education to tertiary education. Such
regulation includes the evaluation of all schoolsin the Malaysian
education system.

7.  Thisaccountisin large part a summary based on two reports presented at
the seminar: Malaysia: overview of evaluation system of schools (Dato Dr
Wan Chik Rahmah Wan Din, Director, Institut Aminuddin Baki), and
External school inspections as a form of school evaluations (Dato Abd.
Rahim Bin Tahir, Chief Inspector of Schools, Malaysia).
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4.1 Overview of school evaluation mechanisms

Traditionally, evaluation of schoolsin Malaysiarelied almost
exclusively on school inspections or school audits conducted by
the Inspectorate of Schools. Although examinationstend to focus
on the assessment of individual student achievement, they are
beginning to play abigger rolein the evaluation of overall school
performance. Morerecently, the Inspectorate of Schoolsintroduced
the Higher Quality Education Standardsto help schoolsengagein
school self-evaluation. However, the extent to which it contributes
tothe overall system of assessing school quality islimited, during
what isundoubtedly still theinitial stage of the implementation of
anew evaluation policy.

Examinations

Two main bodies, the Malaysian Examination Syndicate and
the Malaysian Examination Council areresponsiblefor centralized
examinations. The Malaysian Examination Syndicate administers
all primary and secondary examinations. The Malaysian
Examination Council administers post-secondary examinations such
asthe Sjil Pelajaran Tinggi Malaysia or Malaysian Higher School
Certificate Examination, and theMalaysian University English Test.
They preparethetests, set examination rulesand regulations, revise
gyllabi, co-ordinate registration of students, and mark and process
results.

Ujian Penilaian Sekolah Rendah (UPSR) or Primary
School Evaluation. Thisisrequired for al studentsin Standard 6
(end of primary education) to eval uate student progressin language
acquisition (Malay and English), mathematics and science. The
examination servesformative purposes and complements ongoing
classroom and school-based assessments to diagnose students
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strengths and weaknesses, and monitor progress. Students are not
denied entry into secondary education because of their resultsin
the UPSR.

Penilaian Menegah Rendah (PMR) or Lower Secondary
Examination. Thisis taken by studentsin Form 3. In addition to
the formal centralized test/examinations, it incorporates school-
based assessment through student portfoliosin history, geography
and lifeskillsassessed by teachersat school level. The achievement
scoresonthe PMR are used to stream studentsinto either the science
or arts stream in the upper secondary level.

Sjil Pelajaran Malaysia (SPM) or Malaysian Certificate of
Education Examination. Thisistaken by studentsin Form 5, before
graduating from secondary school. After SPM, studentswould have
a choice of either studying Form 6 or the matriculation (pre-
university). Should they choose to continue studying in Form 6,
they will also takethe Sijil Pelajaran Tinggi Malaysiaor Maaysian
Certificate of Higher Education examination.

Examination data are used mainly for assessing individual
student performance asameans of progression through the system
and for systemic evaluation. However, examinations are beginning
to be used more to reflect on the quality of individual schools as
they are incorporated into assessments of schools through
inspections and school self-evaluation in terms of the Higher
Standard (driven) Quality Education (HSQE) policy (seefollowing
sections for a discussion of this policy and resulting evaluation
activities).
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External school inspections or audits

The Inspectorate of Schools conducts inspections, external
school reviews or auditsin order to ensure schools asinstitutions
of quality learning and teaching. Types of inspections undertaken
include:

Normal inspections. Mandatory routineinspection (threetimes
ayear) to check that administration and management isbeing carried
out in accordance with MOE regulations and rules.

Full inspections. Panel inspection by ateam of inspectors at
aparticular school for aweek covering admini stration/management,
curriculum, school climate, leadership.

Follow-up inspections. To check whether recommendations
arising from other inspections are being implemented.

Soecial inspections. Carried out on request from the Minister
or Director-General of Education to address some issue or in
response to complaints from parents or the public.

While the inspections are expected to play a dual
accountability and support or advisory function, they appear to be
used more for accountability. The adoption of the HSQE policy
in 2000 introduced a multi-tier system of standards that would
underpin school inspections and school evaluation more broadly.
HSQE standards comprise eight ‘imperatives' covering areassuch
asmission and vision, organi zational system, organizationa climate,
strategic planning, implementation, evaluation and improvement,
information and school products. These are broken down into
sixteen ‘elements’ or school performanceindicators covering such
aspects as educational structure and functions, management,
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resources, rewards system, short- and long-term planning, analysis
of educational programmes, lesson plans, homework, etc. It is
important to note that the * school product’ imperativereferstothe
“development of pupils' potential at the end of: preschool, level 1
of primary education, level 2 of primary education, lower secondary,
and upper secondary” . Potential isdetermined onthe basisof pupils
performancein theinternal school testsand the various centralized
examinations (outlined in the previous section). Thus, asenvisaged
in policy, examination or achievement dataiis one of theindicators
to be used in evaluating school performance. Thethreephaseroutine
evaluation will use these standards asfollows:

Evaluation 1 — Take-off value. Entry point or base line
evaluation. Based on these, the school isadvised on setting targets
and designing itsdevelopmental plan.

Evaluation 2 — Operational target increment. Evaluates
progressin the developmental plan. Formative aspect enablesthe
Inspectorate of Schools to inform and advise District Education
Officers (DEOs) to supervise, monitor and undertake direct
intervention in schools not making progressin reaching targets.

Evaluation 3 — Expected targeted result. Assesses the gap
between schools actual achievement/performance and thetargets
set interms of the HSQE. Leadsto the ranking of the school and/or
arealignment of its devel opment plan. Aswith Evaluation 2, may
result in appropriate action by DEOs.

The variousinspections result in diagnostic and prescriptive
confidential reports that provide information on the school’s
performance and include recommendationsfor quality improvement.
Inspections are also the basis for the National Aspiring School
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Award and the Minister’s Quality Award for schools that exhibit
quality management.

School self-evaluation

Thetransformation of inspection servicesin Malaysiaisaimed
at stimulating a culture of accountability, support and greater
participation of school actors in evaluating school performance
and thus contributing to quality improvement. As part of the HSQE
process, schools are expected to engage in * self-assessment’ and
‘internal quality auditing’. For its self-assessment, the schooal is
required to use School Self Appraisal instrument, which allows it
to identify and assess issues, problems and challenges that may
hinder its performance. The information derived from this self-
assessment is to be used by the school to rank its current
performance on aseven-point scale, ranging from extremely weak
(score 1) to par excellence (score 7). This enables the school to
determineitstake-off value. The school isalso expected to usethis
information to formulate its improvement and development plan.
During the course of implementing its school improvement plan,
the school usesthe Internal Quality Auditing (IQA) developedin
terms of HSQE, to review progress and prepare for the external
inspection by the Inspectorate of Schools.

The new processes and instrumentsin place for school self-
evaluation are an important start in developing a more holistic
approach to school evaluationin Malaysia. It givesschool personnel
agreater stakein engaging in akey activity for quality improvement.
However, other school stakeholders, such as parents, play little or
no role in evaluation. While all schools have parent teacher
associations, these bodies provide support and resources and are
not involved in administration and management nor in any other
school decision-making processes, including evaluation.
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4.2  Challenges in school evaluation

Key challengesin transforming school evaluationin Maaysia
so that the process is more holistic, attends to accountability and
support functions, and is directly linked to school quality
improvements:

1.  While schools are being afforded greater autonomy (which
includes participation in evaluating their performance and
developing local accountability), the interest and capacity to
do soisnot alwaysup to thetask. Furthermore, someteachers
are loath to adopt school improvement advice arising from
theinspections or even self-assessment.

2. Transforming aculture of inspection that is based on control
and compliance to regulations takes time and commitment.
Many officials may bereluctant to cede powersthat they have
enjoyed for a long time, and may see the new system of
evaluation asundermining.

Despite these and other challenges that exist, attempts at
creating amore holistic and appropriate system of school evaluation
geared towardsindividua pupil, school and systemicimprovement
arewell under way in Malaysia.

5. School evaluation in the Philippines®

Universal access to elementary education was reached as
early asthe mid-1960s; the adult basic literacy rateisabout 93 per
cent, and enrolmentsin higher education are among the highest in
the developing world. Elementary education is free and provided
to over 16 million schoolchildren. Elementary education consists

8. Thisaccountisin large part asummary based on areport presented at the
seminar: School evaluation in the Philippines public education system.
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of six grades, although rural areas have some 4,000 plus
‘incomplete’ schools, i.e. limited tothefirst four grades. Secondary
schooling consists of four years, and the cycle culminates in the
examinations for the High School Diploma. The average
pupil:teacher ratio is 1:36 for elementary level, and 1:34 for
secondary, with wide regional variations. The net enrolment ratio
(participationrate) at 96.95 per cent (grade 1) ishigh, but completion
rates are lower at 68 per cent and 47 per cent for elementary and
secondary schools respectively.

The Department of Education (DepEd) is the primary
education policy-making body, and has direct responsibility for
administration, supervision and regulation of public schools and
sets mandatory policies for private schools. The Bureaux for
Elementary, Secondary and Higher Education in the DepEd
supervise functional and regional offices. Line authority extends
from the DepEd through sixteen regional officesto 134 provincial
and city school divisiona offices, downto some 2,100 district offices
that oversee schoolsat thelocal level. In addition, decentralization
of school management starting in 1997 has given some degree of
administrative and fiscal autonomy to schools. Whilethe Elementary
and Secondary Bureaux have overall supervisory authority and
areinvolved in evaluation, the National Educational Research and
Testing Centre (NERTC) within the DepEd has specific
responsibility for evaluation and assessment of education.

51 Overview of school evaluation mechanisms

Evaluation of schools in the Philippines relies almost
exclusively on examinations co-ordinated by NERTC to determine
systemic performance, and on some cursory external inspections
conducted by divisional and regional superintendents and
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supervisors. In addition, anational school competition also serves
as an evaluative function of sorts.

Examinations

National centralized examinations arethe primary instrument
for evaluating schoolsin the Philippines. The National Educational
Research and Testing Centre (NERTC), in its role of overseeing
evaluation and assessment of elementary and secondary schoolsin
the DepEd, isresponsiblefor centralized examinations. In addition
to co-ordinating the administration of the tests, test results are
analyzed by the Research and Evaluation Division of NERTC or
by educational institutions contracted by NERTC to provide
information on student and school performance. Tests and
examinations co-ordinated by NERTC, that are linked to school
evaluationinclude:

The National Elementary Assessment Test (NEAT). Thisis
administered annually to all Grade 6 pupilsin public and private
elementary schools. NEAT tests abilities and skillsin five subject
areas: English, Pilipino, science, mathematics, and Hekasi (social
studies). In addition to providing achievement data on individual
students for entry to secondary schooling, NEAT has been used
over the years to determine the performance variations among
population groups of Grade 6 pupils (e.g. regional level, division
level, school types, etc.).

The National Secondary Assessment Test (NSAT). This is
administered annually to graduating fourth-year high-school
students. NSAT tests abilities and skills in five subject areas:
communicationsartsin English and Pilipino, science, mathematics,
and Araling Panlipunan (social studies). NSAT assesses the
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competenciesto have been devel oped in second, third and fourth
yearsin high school. While NSAT providesinformation on students
for accessto post-secondary degree courses, it also servesthe school
evaluation purposes similar with that of NEAT.

Results of NEAT and NSAT are used to rank schools
nationally and regionally, and at district and school levels. Themaster
list of test results by school isavailableto DepEd, divisional offices,
and schools themselves. Test results are used by the Elementary
and Secondary Education Bureaux as part of the criteriain judging
schoolsin the external evaluation. Results and ranking of schools
area so published in newspapers. Of noteisthat after the publication
of somewhat dismal NEAT results (mathematics and science,
49.75 per cent, and English, 47.70 per cent) in 2000-2001, the new
Education Secretary, Raul Rocco was horrified by the results, and
ordered the scrapping of NEAT and NSAT. Thusin the 2001-2002
school year, no national tests were conducted.

Other tests/examinations co-ordinated by NERTC, relating
moreto individual student performance than school performance,
are: the Philippine Validating Tests, the Philippines Educational
Placement Test (PEPT), and Accreditation and Equivalency
Program (AEP), which are used to retrieve out-of-school youths
and place them in the formal school system, if they so desire, and
to place over-aged in-school youths in the grade/year level
corresponding to their ages, and to accredit their non-formal
experience and knowledgein order to facilitate employment.

External school audits

The Philippineshasno formal system of external school audits,
but some evaluation does take place through the ongoing work of
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supervisors and through a national school competition. Both of
these are el aborated below:

SQupervisory Visits. Supervisors provide curriculum adviceand
feedback to teachers on an ongoing basis during regular school
visits. Regional supervisors also undertake supervisory skill
enhancement visits to orient new headmasters. In the course of
these school visits, regional, divisional and district supervisorsdo
check that DepEd policies and instructions are being carried out,
and school facilitiesare being maintai ned. Recommendations based
on thesevisits are sent to regional directors.

‘Search for Effective Elementary and Secondary Schools'.
While not part of systemic school evaluation per se, there is a
dedicated programme, or morerightly ‘ competition’ toidentify the
most effective schools. Thisisthe nationa * Search for Effective
Elementary and Secondary Schools', funded by such private
organizations as the Metro Bank Foundation, who provide funds
for monetary awardsto the winning schools. The objectives of the
‘ Search for Effective Elementary and Secondary Schools' are: (a) to
identify and recognize achievementsof public schoolsin delivering
quality; and (b) to encourage school staff, students, parents and
the community to participate in efforts to improve the quality of
education. Regional and divisional officials are responsible for
selecting divisional and regional winners. These officialsinclude
Superintendent and Assistant Superintendents, Supervisors,
Education Committee, LGU and PTA representatives (divisional
level), and Director or Assistant Directors, Chief and Assistant
Secretaries of Education, Supervisors, and Non-Governmental
Organization (NGO), PTA and Industry Representatives (regional
level). Criteria used in selecting the winners are: instructional
leadership (30 per cent), school performance (20 per cent),
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professional development (20 per cent), school climate (10 per
cent), student services (10 per cent), resource generation (5 per
cent), and community development (5 per cent).

School self-evaluation

Thereisno formal DepEd policy on school self-evaluationin
the Philippines. Some schools might be conducting sel f-assessment
and internal quality auditing, but it is only through their own
initiative or as part of a NGO or private school project. School
principals undertake yearly performance evaluations of teachers
but thisisno way linked to an overall assessment of the school.

5.2  Challengesin school evaluation

A key challenge in transforming school evaluation in the
Philippinesishow to ensure that evaluationismore holistic, attends
to accountability issuesand offers support and incentives. External
and internal assessments of schools are necessary to complement
the assessment provided by examinations. A major challengeisthe
lack of capacity. Beyond skills, the number of supervisors per
division (usually comprising morethan 600 schools) isinadequate
to provide both supervisory support and the necessary ‘ inspection’
or auditing services. While schools are being afforded greater
autonomy, thereislittle dedicated effort to devel op asense of local
accountability among teachers and other members of the school
community. The task of developing school-based evaluations
requires training and re-culturation among teachers, headmasters
and parents.

Furthermore, thefact that examinations are driving evaluation
may have negative equity implications. For example, parents
complained that only the‘best’ studentswere selected by teachers
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1. School self-evaluation and exter nal inspection:
acomplex couple
Anton De Grauwe, ||EP/UNESCO

Theissue of school evaluation is becoming more urgent and
ever more complex as countriesworldwide engagein restructuring
their education systemsin the face of economic, social and political
imperatives. In the past, external inspection was seen asthe main
driving forcein the evaluation of school and pupil performance—it
was accepted that schools could only performwell or improvewith
some pressure, such as from external inspections. More recently,
however, there have been growing callsfor internal, self-evaluation,
arising from the desire of schools and teachers to assess for
themselves, how well they are doing. Although there is growing
emphasis on the need for school self-evaluation to complement
external inspections, difficulties still remain, arising from the fact
that self-evaluation and school inspection could bein conflict, as
they are undertaken by different staff, with different objectivesin
mind.

In many contexts, tensions between the (external)
requirement for inspection and (internal) school-based desiresfor
self-evaluation and improvement remain. The Education and
Manpower Bureau in Hong Kong, for example, which uses school
self-evaluation (SSE) and external school review (ESR) to enhance
school accountability highlighted the successes of its model in
providing a solid foundation for further improvement of learning
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and teaching. However, despite these successes, the bureau
acknowledged that there has been considerable disquiet and
concern about some elements of its School Development and
Accountability (SDA) framework and theimplementation processes
(Education and Manpower Bureau, 2004). Nonethel ess, these dual
processes are beginning to be seenin many countriesasinvaluable
complementary processes — a ‘complex couple’, one informing
the other, and both informing subsequent action for the benefit of
the learner, the school, and the system as a whole.

1.1  School evaluation, school quality and
accountability

Before examining the concept of school self-evaluation and
its relationship to inspection or external review, it is useful to
examine why school evaluation, and self-evaluation more
specifically, arein the spotlight. Many reasons can be put forward
to explain this trend, of which the following seem particularly
important.

1. Policy-makers have become aware that many of the basic
problems that schools (mainly in underprivileged areas) are
facing — such as teacher absenteeism, poor parental interest,
student indisciplineand irregular school attendance—canonly
be properly solved at school level. Too many programmesfor
quality improvement have beenimposed on school sfrom above
and failed. Ministries haverealized that quality improvement
cannot be imposed from outside. In the end, it isthe teacher,
together with the principal, who has to deliver the goods.
Without such commitment, very little happens, and this
commitment has to come from internal conviction.
Consequently, schools should be encouraged and empowered
to assure themselves the quality of the services that they
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have to deliver. School self-evaluation is felt to be a more
effective evaluation and improvement tool.

The case for self-evaluation is also made on the grounds of
ownership and relevance — on the logic that those who are
closest to everyday practiceare best placed to evaluate, develop
and improve it. There is a growing conviction that
empowerment of school-site actors (principals and teachers
as well as parents and communities) is the way out to make
schools responsive to their environment and to the needs of
their clients. It isexpected that such empowerment will liberate
enough initiative and creativity to allow schools to find
solutionsto their own problemsthan the standard ones designed
by central ministries. In other words, school-based monitoring
and supervisionisnot only seen asaguarantee of better quality
but also as a means to ensure greater relevance.

In some cases, specific reference is made to the need to
democratize the management of schools. To give just one
example, the Education Reform Strategy of the Organization
of Eastern Caribbean States argues: “to achieve
democratization, amanagement board should be established
for each primary school. The board, which would belinked to
the National Education Advisory Council, would be mandated
to foster closer links between the school, the homes and the
community it serves.”

Linked to the issue of democracy is also the idea of local
accountability. Nowhereisthisnew responsibility more evident
than in New Zealand, where administrative reforms made
school s accountabl e to the community for their performance.
The Education Act of 1989 gave the governance bodies of
individual schools, the boards of trustees, responsibility for
assessing the performance of teachers. Guidelines devel oped
by the Ministry of Education require the governance body of
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each school to devel op and implement personnel and industrial
policies, which promote high level s of staff performance.

1.2 School self-evaluation: one term, different realities

School self-evaluation is an increasingly popular term. Its

popularity can be explained at least in part by the fact that the
same concept refers to many different realities and, as such, can
servetheinterests of many different actors.

An analysis of the practice of school self-evaluation should

examine several questions, including thefollowing:

1.

2.

Isschool self-evaluation avoluntary activity, isit compul sory
orisitin between: strongly encouraged?

Who isinvolved in this self-evaluation? Different scenarios
are possible: the head teacher with senior staff; a school
governing board or school management council; the whole
staff, the staff with parents and students.

Who sets the agenda for this evaluation? Who defines its
objectivesand devel opsthetool s? This can beleft to the school
staff, but is in many cases a framework proposed, if not
imposed, by the national authorities.

Towhom isthisevaluation addressed? More specifically, who
will receivethereport: will it remain within the school, will it
be sent to the school’s supervisors and to the ministry, will it
become apublic document?

Wheat follow-up action is expected? For what purposes will
the report, if areport is prepared, be used?

Which of the two following objectives is this evaluation
supposed to serve: accountability (schools should provethat
they spend public money wisely) or quality improvement (the
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identification of a school’s strengths and weaknesses as a
crucial step in an improvement process)?

The different responses to these questions will lead to very
different types of school self-evaluation, astheseresponsesare an
expression of particular opinions about the running of a school,
how to improveaschool, and the‘idea’ level of teacher autonomy.
Saunders (1999: 419) for instance makes a sharp distinction
between, on the one hand, an “instrumentalist, action-oriented,
rationalistic and managerial” model of school self-evauation, and,
on the other hand, aschool self-evaluation process, which integrates
“the ethical, affective, non-rational and democratic modes of
thinking”. Behind thesetwo model sliedifferent visionsof the schoal:
onthe oneextreme, arational organization, characterized by clear
goal-setting, a bureaucratic distribution of formal authority and
easily changeable through the right incentives and, on the other
extreme, a living organization with a plurality of visions and
agendas, whereincentives can have perverse unintended effects.

One issue that the remainder of this paper will comment on
concerns the relationship between school self-evaluation and
external evaluation—in particular, school supervision or inspection.
There are at least two reasons why we are interested in thisissue.
First, thegrowing interest in school self-evaluation asamonitoring
and improvement tool has not always been accompanied by amore
global reflection on the contribution of the other monitoring tools,
in particular external inspection, and ontheir interrelationship. The
result can be harmful to the schools: when different strategies,
carrying different messages, reach the school, the result might be
teacher confusion rather than teacher devel opment. Secondly, the
relationship between these two tools, and the balance of ‘ power’
(or, in other words, their respective influence on school practices)
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offersusaninsight into the agenda behind the promotion of school
self-evaluation and in the respective opinions on teacher and school
autonomy.

1.3  Therelationship between school self-evaluation
and external inspection

Education systems have responded in very different waysto
the question of: What isthe relationship between, on the one hand,
external review or school inspection and, on the other hand, self-
evaluationthat teachersand in-school supervisory personnel engage
in as part of their ongoing school improvement processes? The
following paragraphs present a comprehensive, although
undoubtedly incomplete inventory. In doing so, we make a
distinction between five scenarios, asfollows;

No relationship

In some instances, there is no relation whatsoever between
the two processes. Thisis the case mainly in countries where the
preparation of school development plans is being officially
encouraged, but not taken very seriously by the supervisors who
stick to businessas usual. Thisencouragement isin some casesthe
result of adesire on behalf of the government to follow international
trends, especially when these are promoted by international
financing agencies. This situation is possibly harmful because it
only widens the gap between supervisors and teaching staff. Both
parties might well end up by using totally different frameworks
and criteria for making judgements about school practices; the
teachers referring to a professional or a partnership model of
accountability and the supervisors to atraditional compliance or
state control model (Kogan, 1986).
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It could be argued that the promotion by ministriesof education
of school self-eval uation serves objectiveswhich havevery littleto
do with school improvement. In many devel oping countries, where
school improvement programmes have gained popularity, they
represent more the agenda of international agenciesor NGOsthan
achangein culture within the education system.

Example

Nepal can be taken as an example of such a scenario. Each
school hasbeen asked to prepare aschool development plan, which
is expected to be areflection of the staff’s internal assessment of
institutional strengths and weaknesses. School Management
Committees have been set up to exercise some control over schools
and to participate in this process. However, in afew schools the
preparation of such an improvement plan follows a participatory
process. It is interpreted as one more demand, coming from the
central level. The head teachersfeel it to be more of an obligation,
reflecting national preoccupations, than an internal initiative,
reflecting the school’s needs. At the same time, the classical
inspection service continues to function as before: afew control-
oriented visits by inspectorsand resource persons, who soften their
message through the inclusion of pedagogical advice. But the
internal and external processes do not meet.

Self-evaluation as an alternative for external supervision

In afew countries, self-assessment by schoolsis seen asan
alternative to external supervision. The supervision functions are
being totally decentralized at school/community level and external
control visits are cancelled. In some cases, the school staff has
much autonomy in developing the evaluation instruments and in
defining their own yardsticks. In many other countries, national or
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regional bodies provide the schools with a series of instruments.
Thiswill generally include national performance benchmarks, at
times a series of data on specific categories of schools to allow
each school to make a comparison with the average for a group
with a similar profile. The fact that the data made available are
mainly, if not exclusively, of aquantitative nature, might focusthe
internal evaluation towards judging the performances of teachers
rather than building a participatory, reflective process.

Example

Finland offers a good example of this model. The national
inspection system was discontinued in 1991. Decision-makersfelt
that the benefitsfrom external inspection and advice serviceswere
minimal and that, in view of the high level of training and
professionalism of teachers and the strong parental interest in the
schooling of their children, quality control could beentirely entrusted
to them. Since the system was introduced, some pressure has
devel oped to accompany this culture of self-evaluation with some
effort of streamlining it by organizing optional nationwide
comprehensivetests, the drafting of national performanceindicators
and the preparati on of common eval uation procedures. Theobjective
of the self-evaluation process is above all school improvement.
Theresult isnot meant to become aninstrument to judge the schoal.
A very similar situation exists, however, in Norway, where — in
part as a result of what has been interpreted as a disappointing
performance on the PI SA test —attempts are under way to strengthen
school monitoring.

Self-evaluation as a preparation for external reviewing

In opposition to the trend observed in Finland, most countries
that have introduced school-based management have
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counterbalanced schools' autonomy with a central monitoring
framework, in the form of regular audits or reviews. At the same
time, self-evaluation by schools is considered a necessity, but is
given varying weight according to the overall philosophy behind
thereforms. At least two different scenarios can be distinguished,
presented hereunder.

One option is to place the main emphasis on the external
accountability and although self-evaluation by schools can have
its own logic and use, it is largely seen as a preparation of the
external review process. Generally, the school will undertake the
self-evaluation as a ‘ general repetition’ and will therefore follow
strictly the inspection agenda proposed by the outside evaluators,
rather than its own agenda. The objective of school self-evaluation
is more to ensure the smooth running of the external audit than to
improvethe school’sfunctioning in the long term.

Examples

Good examplesof thismodel are New Zealand and the United
Kingdom.

In New Zealand, each school is requested to prepare yearly
strategic plans in line with its school charter which sets out the
educational objectives for the school under the umbrella of the
national curriculum framework. It should also complete an annual
self-review document to be submitted to the Education Review
Office. Furthermore, school personnel aso haveto complete a self-
review questionnairein preparation of the external review exercise,
which takes place about once every three years (Ferguson, 1998).

Inthe United Kingdom, redlitiesare dightly different. Schools
areinvolved in the preparation of OFSTED audits by providing a
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variety of documents and information and in the follow-up by
preparing action plans for the implementation of audit
recommendations. In many schools, this has led to a voluntary
practice of systemic self-review based on the OFSTED official
framework. In many instances, thisself-reviewing is seen by schools
as ameans of influencing the external audits (Wilcox and Gray,
1996). The development by OFSTED of a detailed inspection
manual has been interpreted as a sign of its willingness to be
transparent, but can at the same time be construed as an attempt to
enforceaparticular evaluation framework and specific expectations
upon schools. The more precise and detailed this framework, the
greater therisk it will turn into a straitjacket.

External reviewing as a validation of self-evaluation

In this case, there is also a combination of an internal
evaluation process and an external review, but the self-evaluation
process has much more weight and autonomy than in the previous
case. Thisreflects amuch greater trust among policy-makers and
administrators in the validity of the internal school assessment,
which might or might not be done based on a precise framework
and following standard assessment procedure. The external review
processislight, and consistsin the checking and validating of the
self-assessment prepared by the school. The balance of power
between the two monitoring tools has definitely shifted towardsthe
internal evaluation.

Example

Thestate of Victoriain Australia provides agood exampl e of
this approach. Asin New Zealand, accountability starts with the
development of acharter by each school that hasto prepare aself-
review every year. Theannual school report will be built up using,
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in part, opinion surveys among teachers, parents and pupils. The
Department of Education at state level provides all schools with
guestionnaires, which haveto be used by each school. Once every
threeyearsamore complete school review isundertaken. It isonly
then that external evaluatorswill comein. Their roleissimply to
validate both the process and the outcomes of theinternal evaluation
process. The external review isconducted by one person spending
only one day in the school, and “ acting as acritical friend” (Gurr,
1999).

A somewhat similar approachisused in the Bahamas (Miller,
1999). Since 1995 the Ministry of Education hasintroduced anew
system of accountability, which dispenseswith school inspection,
but relies on school s assessing themselvesin terms of targetsthey
set within the framework of overall goals set for the school system
by the Ministry of Education. Allied to this new system is the
grouping of schools into districts under the leadership of
superintendents with overall responsibility for their district. The
elements of this new system of accountability are asfollows:

1. TheMinistry of Education sets general targets for the school
system in seven areas over afive-year period.

2. Each school develops goals and objectives annually in
relationship to the overall targets for the school system and
within theimperatives of the communitiesit serves.

3. Annual reports, which assess performance in relation to the
goals, and objectives set for the particul ar year are submitted
by the principals of schools in each district to the
superintendent. The superintendent amal gamatesthesereports
and submitsan annual report for the district to the Director of
Education.
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4. TheAnnual Confidential Report isbeing modified toinclude
goalsand objectives set by each teacher annually with respect
to the goals and objectives of the school.

External supervision as a support to internal self-
evaluation

In the two previous models, the main emphasis of thereview
processesisaccountability rather than support. The casefor review
rests on the need for an external reality check. The school should
be able to prove that it is using its resources well, and that it is
respecting theoveral policy objectivesof the government. Themain
task of the external reviewersis not to give advice or to provide
support in planning and self-reviewing at school leve, but to exercise
an accountability function.

A different model atogether is the one in which external
supervisors support school-level actors in their internal quality
monitoring efforts. The core belief hereisthat schools need to go
through a self-evaluation process, if they want to improve in a
consistent way. However, such an exercise is need-evident and
encounters many constraints, even in well functioning schools.
Conflicts might arise between teachers and with the head teacher,
whilethetoolsto be used or theindicatorsto belooked at might be
missing. Schools therefore need to receive support from advisers
or supervisors. External supervisionisexpected to becomeasupport
servicerather than a control-oriented one.

Example

A good illustration of this approach is the case of Chile,
mentioned earlier. What happens in this case is that supervisors
work together with the teachers in preparing and implementing
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school projects that serve as the basis for continuous self-
assessment and school improvement. For this purpose, supervisors
have to visit schools regularly (every two weeks) and provide
continuous support asneeded. Their intervention thereforeispurely
developmental. Theadministrative (mainly financial) accountability
isleft toaspecial cadre of specialized accountants called inspectors,
while pedagogical accountability is monitored via national
standardized examinations and tests (Navarro et al., 2002).

Although school self-evaluationisstill foreignto most Asian
school systems, a number of countriesin the region are likely to
experiment with forms of school self-evaluation in the future —
particularly in the context of education decentralization—and calls
for greater school and local autonomy and accountability. Many
school systemsmay begin to explore the concept of self-evaluation
asan essential mechanism for monitoring and improving teaching
and learning at theinstitutional level, with definiteimplicationsfor
their traditional inspection systems. Despite the growing popul arity
of school self-evaluation, the role of external inspections in
accountability isunlikely to diminish very much. In most countries,
school education is not afree market. It isaservice provided and
funded by the state, and therefore regulated by the state, which
insists on the external monitoring of schools and standards of
attainments (Macnab, 2004). Conseguently, a balance has to be
found among the ever-changing external demands from central
government, from the community, and from parents and learners.
Internal accountability arrangements have to respond to these
pressureswhile embodying values and practicesthat will maintain
the commitment and ensure the effectiveness of all those working
within the organization.
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2. External school inspectionsasaform of school
evaluation in Malaysia®
Dato’ Abdul Rahim bin Tahir,
Chief Inspector of Schools, Malaysia

2.1 Introduction

School Inspection in Malaysiais the primary concern of the
Inspectorate of Schools. The Education Act 1996 stipulates the
responsibility of the Chief Inspector to ensure that an adequate
standard of teaching is developed and maintained in educational
institutions.

Pursuant to this responsibility, the Inspectorate of Schools
hasto review the nature, purpose, structure, functionsand operations
of the school system and outcomes. This act of constant review
and re-evaluation of the school system is very crucia indeed,
because changes within and without the system inevitably affect,
effect and infect thetota functioning of the system, and consequently
its product. Facts about the health status of the school system, and
how the system functions, are needed to determinefactors affecting
the behaviour of the system. These factors eventually determine
thetrend of quality standards of education and its products—whether
itisprogressing (up-turn) as scheduled or regressing (down-turn)
or remains stubbornly unchanged (static). Thiscyberneticsfunction
(learning from feedback) of the system enables stakehol ders, school
administrators and teachers to capture relevant information,
knowledge and predictiveintelligenceto forecast the productivity

9. External school inspections as a form of school evaluations, presented at
the ANTRIEP International Seminar on School Evaluation for Quality
Improvement, 4 July 2002, Kuala Lumpur.
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and quality standards of the school system in terms of return on
investment.

2.2 Background to school inspection in Malaysia

I nspection meansto witness or verify the quality and standard
of teaching, school system management and conditions of education
resources befitting its potential, prospects and projection of returns.

The operation of higher quality standards of educational
services and outcomes should correspond with the national
aspirations of socio-economic development and progress.
Consequently, the Inspectorate of Schools undertook the task of
formulating a system of multi-tier standards in a continuum of
twelveyears of education, taking into consideration two conditions:
(a) theunequal entry points of development of every school inthe
nation; and (b) the unevenrate of progress of various geo-economic
and cultural configurations of the country wherein each unit of
school systemissituated. The continuum al so subsumesthe concept
of development administration of the education system. This
standard continuum represents seven stages of development.
However, it does not represent alinear progression of achievement,
but animaginary targeted line of progression of quality devel opment
in every school, which may be accomplished rapidly. Hence, the
quality standard is stylized asthe Higher Standard (driven) Quality
Education (HSQE).

The construction of HSQE was motivated and informed by
General Systems Theory (GST), which viewsthe school asasocia
system. As a system, it is structured by sub-systems, each with
specific functions interacting and interfacing symbiotically to
achievethe prescribed HSQE. A systemisnever static. Assuch, it
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islikeahuman being: learning isan immanent act of every individual
person. For the school as a system to accomplish its mission or
purposg, it has to be engineered to take deliberate control of its
own potential and capacity development to realize and actualize
itself for higher stages of auto-dynamic equilibrium. Therefore, a
school system evaluation that may assume various forms and
intentions shall not be conditioned to agiven ideology, but must be
consonant to a system'’s construction that is a nature-purpose,
function-operation of education asasystem of self-realization and
actualization. In other words, evaluation in Malaysia is in
accordance with the principles of GST and a given theory of
education and school administration.

2.3 HSQE documents

The Inspectorate of Schools anticipates problems and
uncertainties of HSQE among head teachers, teachers, supporting
staff, district and state education officers, and the public at large.
To ensure a smooth and effective implementation of HSQE, the
Inspectorate of Schools has published five documentsfor their use
and reference. Thefive publicationsare: (a) Higher standard quality
education policy statement; (b) Higher standard quality education
statement; (c) Instrument for self-assessment based on higher
standard; (d) Quality education; (€) Instrument for inspection of
higher standard quality education; Internal quality auditing. In
addition to the above publications, the | nspectorate of Schoolshas
prepared a Manual for installation of higher standard quality
education and is scheduled for publication.

Higher standard quality education policy statement

The premise underpinning the development of HSQE is to
provide an opportunity for schools to reach their full potentiality
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and capacity, in order to facilitate the development of the full
potential and capacity of every pupil. It also points to the needs
and demands that schools and pupils have to be motivated and
equipped with the capacities and capabilitiesto contribute effectively
to nation-building and theworld around. The policy statement was
created purposefully to explain the concept, goals and conduct of
the installation and operation of HSQE.

Higher standard quality education statement

The standard statement prescribes eight imperatives with
sixteen elementsfor efficient and effective management of the school
system: It is important that head teacher, teachers and persons
responsible for the management of the school system scrutinise,
understand and internalize each of the sixteen elements before
implementing them. See Table 3.1 for theimperativesand el ements.

Table3.1 Imperativesand elementsof higher standard
quality education

Imperatives Elements
Mission and vision Formulation and review
Organizational system Educational structure and function; and

organizational management
Management and usage of teaching-
|earning resources

Human resource

Rewards system for teachers, staff and
pupils

Strategic alliance with parentsand
community

Organizational climate Health status, social and physical
environment, and conflict resolutions
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Table 3.1 (continued)

Imperatives

Elements

Strategic planning for education
development, organizational
and management devel opment

Long-term and short-term strategic
and tactical planning

SWOTAC analysis (strengths,
weaknesses, opportunities, threats,
advantages and challenges) on
educational programmesand
organizational development
Development of pupils' potentials
and abilities

L esson plan according to pupils’
potentials and abilities, experiencing
curriculum, flexibility of timetables,
integration of curriculum

and co-curricular activities

Implementation, supervision
and evaluation

Supervision and monitoring

Evaluation and improvement

Homework
Summative and formative evaluation

Information and documentation
system

Functional, retrievable

Model of school products

Development of pupil’s potentials at the
end of:

1.
2. Level 1 of primary education
3. Level 2 of primary education
4. Lower secondary
5. Upper secondary

quality education

88

Instrument for self-assessment based on higher standard

Sdlf-assessment isaform of organizational sensing mechanism
for a school to identify, limit and assess issues, problems and
challenges that hinder its performance and accomplishments.
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Schools need to reflect on their functions and actions before
determining their position in theranking system. Theinformation
derived from the self-assessment exercise will then be used by the
school system to formulateitsimprovement and development plan.

The document explainsin detail how aschool system should
carry out self-assessment in order to determine the take-off value
of the school teachers, support staff, pupils, resources and processes
in all dimensionswhich contributeto thetotal quality effect of the
school system. From the score obtained the school system should
be able to rank itself asin Table 3.2.

Table3.2 School ranking

Rank Achievement level Per centage
7 Par-excellence 96-100

6 Excellent 90-95

5 Good 70-89

4 Average 50-69

3 Wesk 30-49

2 Very weak 10-29

1 Extremely weak 0-9

Instrument for inspection of higher standard quality
education

Thisinstrument containsalist of critical actionsto be carried
out by the school system to achieve HSQE. It focuses on five
dimensionsof devel opment: (a) devel opment of vision and mission;
(b) development of school as a system; (c) development of

89

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

School evaluation for quality improvement

0

education and schooling climate; (d) development of school
programmes (strategic planning management, experiencing
curriculum programme management, teaching and learning
management and co-curricular management); and () devel opment
of school character and its product (curriculum achievement, co-
curricular achievement and character building).

Internal quality auditing

Thisdocument introducesthe school systemto Interna Quality
Auditing (IQA), its roles, functions and especially the rules and
procedurestoimplement IQA.

2.4  School inspection

Prior to 1998, inspections by the Inspectorate of Schools
focused on schools’ compliance to policies, circulars and school
plans. However, since 1998, the Inspectorate of Schools has re-
engineered itsfocus according to the changesthat have been made
in the context of HSQE. The emphasis now is on educational
development, organizational development and management
development.

As stated earlier, the Education Act 1996 confers the
Inspectorate of Schoolstheresponsibility to ensurethat an adequate
standard of teaching is developed and maintained in educational
institutions. It istherefore mandatory that School | nspectorsinspect
every school at an interval deemed appropriate by the Chief
I nspector.

Since 2003, every school isinspected threetimesayear, based
on the principles of take-off value, Operational Target Increment
and Expected Targeted Result. School Inspectors employ the
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Higher Standard Quality Education Instrument for Inspection
(HSQE-II) inaschool to detect itshealth status, system’s operation
and the quality standard of its product.

Evaluation |. The first inspection evaluates school
performance and outcomes at entry point (take-off value) as a
baselinefor measuring itsdevelopmental trend. Based on theresults
and outcomes, the school is advised to set its targets (Expected
targeted result), to chart and design its developmental plan.

Evaluation 2. The second inspection (Operational target
increment) evaluates the progress made by the school after its
developmental plans are set in motion. The other purpose of
evaluation is to generate, release and sustain the flow of energy,
direction of actionsand results of devel opment plans. In caseswhere
a school does not exhibit progress, the Inspectorate of Schools
informs, advises and recommendsthe District Education Officers,
to supervise, monitor and perform direct intervention on the
operation.

Evaluation 3. Thethird inspection (Expected targeted result)
analyzesthe gap between the school’s actual achievement and the
target under HSQE. In fact, thisthird inspection is part and parcel
of the school’s self-assessment and | nspectorate of Schools system
and product evaluation. At any point of the evaluation and
verification process, should there be any deviation or skewed
development in the ranking paradigm, the Inspectorate of Schools
will readjust the position of the school in the ranking paradigm and
realign its development plan. Accordingly, the Inspectorate of
Schoolswill againinform, advise and recommend, and thus caution
the District Education Officers, to supervise, monitor and perform
direct intervention in the school.
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Report to the Minister

Following every inspection, afull report, after being endorsed
by the Chief Inspector istabled to the Minister of Education. The
report to the Minister isaconfidential document and at the discretion
of the Minister may be made available to the school concerned.
Any mention or directive by the Minister shall be conveyed to the
respective divisions in the ministry for immediate action. The
Inspectorate of Schoolswill keep track on the actionstaken by the
divisions concerned to ensurethat the corrective measures are duly
accomplished.

Advice to school

Likewise, the school will beinformed of its performance and
the corrective measures needed to be taken following the advice of
the School Inspector. The school isthen required to submit aplan
of action to the Inspectorate of Schools, the State Education Officer
and to the District Education Officer. The State Education Officer
and District Education Officer will conduct closecircuit supervision
(follow-up and follow-through) on the school, to ensure that its
improvement and development plans are implemented and have
secured the desired and intended results and outcomes.

School adherenceto advice

Based on previous practice, it has been found that the School
Inspector’s recommendations were not taken seriously (“ Cabinet
report onimplementations of education policies’, November 1979),
and as aresult the same issues and problems kept recurring. This
isdueto oversight and negligence (and perhapsincompetence) on
the part of those who responsible for the proper management of the
school system to institutionalize the control system. Therefore, |
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strongly believethat thereisan urgent need to reactivate the control
system and deliberately re-engineer the evaluation mechanisms
system to ensure effective follow-up and follow-through by all
parties concerned. Supervisionin thelight of the aforesaid control
system is indeed in the pipeline, and should be duly sanctioned
shortly. Parallel to that, the Inspectorate of Schools intends to
exercisethe power of authorization as stated in Section 122 of the
Education Act 1996, as and when deemed appropriate.

25  Ensuring Systemfor Elevation of Higher Sandard
Quality Education (HSQE-ESE)

The successful implementation of the Ensuring System for
Elevation of Higher Standard Quality Education requires high
commitment and support from all divisions in the Ministry of
Education to motivate and activate education officers, head teachers
and teacherstowards devel oping the schools' and pupils’ potential
and capacity to the fullest asrequired by the National Philosophy
of Education and Vision 2020. Thissystem for elevation of HSQE
is developed and based on GST. It is expected that every division
inthe Ministry of Education should function systemically, and that
school administration and education enterprise will be geared
towards self-realization and actualization.
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3. School-based evaluation: atheor etical approach
Eligio B. Barsaga, Innotech, The Philippines

3.1 Evaluation and school-based evaluation

According to Webster's New world dictionary (1995), to
evaluate means*“to determine theworth of ; to appraise”. Evaluation
isthe determination of the worth of athing. It includes obtaining
information for usein judging the worth of aprogramme, product,
procedureor objective, or the potential use of dternative approaches
designed to obtain specific objectives. It isthe collection and use of
information to make decisions about the programme, product,
process or system; in every evaluation between measuring and
judging, between aquantitative and aqualitative approach.

Inasimilar vein, evaluation isdefined asthe systematic process
of collecting and analysing datain order to determine whether, and
to what degree, objectives have been, or are being achieved. To
evaluate is to determine the value of something. Moreover, that
something hasvaueif it isnecessary, desirable, useful or important.
It isalso of valueif it can serve a purpose or cause an effect.

Evaluation highlights two major points, namely:
collection and analysis of information, and use of such information
for decision-making. School-based evaluation (SBE) isameans of
providing relevant information for decision-making in the school.
Itsobjectivesare: (a) to assessthe quality of what the school offers;
(b) to identify problems by collecting and analyzing information;
and (c) to develop proposalsfor change or innovation.

SBE also serves to monitor the implementation of strategies
of change and review their success. It is a process of educational
change. Itisinitiated and conducted primarily by personnel within
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the school and its ultimate aim is to improve the quality of
educational experiencesoffered toindividual students.

SBE's foci differ from school to school. It can focus on
assessment of all curricular offerings of the school or on asingle
instructional programme, on a group of related curricular
programmes, on the school context and phil osophy, or on the school -
community linkage.

3.2 Rationale for SBE

Thereare several reasonswhy SBE should be conducted. They
areasfollows:

1. Firdt, research has found that effective schools frequently
monitor and evaluate their programmes and services. This
school practice enables staff to determinetheir needs, strengths
and weaknesses, resources and constraints, as well as
challenges and opportunities. With this objective knowledge
on hand, the school staff can systematize their efforts at
improving school programmes and services.

2. Second, SBE provides feedback that the school and its staff
can use asinformation inputsin undertaking planned change
and innovation. Thischangeand innovation can beintheform
of new instructional systems, procedures, techniques and
learning delivery modes. It can aso be in the form of new
learning material's, enriched curricular programmes, improved
programmes for assisting at-risk students (e.g. potential
leavers, low achievers, low motivated students, etc.). It can
also be new ways of approaching parental and community
participation inimproving student academic and non-academic
performance.
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Third, SBE is a school empowerment strategy. SBE clothes
the school with authority to ensure that its curricular and co-
curricular programmes, instructional systems, methods and
materials, and school organization and management are
working in unison to achieve the school’s educational and
related goals and objectives. SBE makes the school
accountable for resultsit produces to its different publics or
stakeholders.

Fourth, SBE reduces the uncertainty about educational
practices when experienceislimited. Information generated
from SBE provides guidance on how the school should go
about carrying out school-related activities. Current school
practices can be submitted to closer scrutiny by including them
asfoci of SBE. Decisions on whether such practices should
be amended or recast can thus be made more objectively.
Lastly, SBE isanintegral part of school improvement efforts.
SBE results provide valid and reliableinformation inputsfor
discussing ways by which educational contents and processes
can be improved. It is a methodology used for justifying or
not justifying the continuation, expansion, institutionalization
or termination of existing school programmes and services.

3.3  Advantages of SBE over other approachesto
evaluation

SBE is less threatening. This is because the school staff
themselves undertake the entire evaluation process. They
decide onthe objectivesand foci of the eval uation, the design
and methodol ogy, the eval uation instruments to be used, the
plan for analysis, etc.

SBE encourages valid and reliable assessment. Theteachers
themselves are the proponents of the evaluation, the data
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collectors and analyzers and ultimate end-users of the
evaluation results. It is they who will implement whatever
decision is made based on the results. Thus, the pressure on
theteachersto ensurevalid and reliableresultsis quite strong.
SBE devel ops the competence of teachersin evaluation. SBE
doesnot require the use of overly sophisticated methodol ogies
and analysis techniques, whether quantitative or qualitative.
It requires no more than valid and practical answers to
guestions or problems encountered by teachers. It does not
haveto deal with theissue of generalizability of resultssince
it does not seek to apply results to other schools. Although
external experts may be called in as resource persons or
consultants, thisdoes not stand in the way of teachers making
decisionsby themsealves. Thisminimal dependence on external
experts encourages the school to develop its own pool of
evaluation specialists. It a so encouragesthetransfer of skills
and technologies from the external consultants or resource
personsto the teachers.

SBE isinitiated, planned and carried out by teachers of the
school under the leadership of the school head. An
empowered school whose activities are choreographed by the
school head conductsit. The school head and his/her staff act
as problem-solvers and decision-makers. They exercise
initiative, resourcefulness, creativity and innovativeness. In
certain cases, parents, community leaders and other school
staff, district or division offices provide assistance in
successfully carrying out the SBE programme.

SBE focuses on what the school staff agree are important
goals of the school. SBE is well aligned with school goals
and priorities since nobody knows these goals and priorities
better than those who are tasked to plan and implement them.
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3.4  Approaches to school-based evaluation

In certain educational systems, there is a general concern
that schools should be more involved and responsible for the
evaluation of their activities and services. They have employed
SBE as an essential strategy for school improvement, which is
deemed much better than the practice of school inspection. SBE
is used as a school improvement and accountability procedure.

In other educational systems, SBE is a co-operative activity
among the staff of the school, the principal and theinspector aimed
a both school improvement and accountability. Still in others, SBE
isaco-operative activity between the schools and school boards. It
isaimed at assisting whether the aims, objectives and practices of
schoolsreflect the needs of studentsand the community, and whether
requirements of the Department/Ministry of Education are being
met by schools. SBE then enabl es school sto undertake continuous
improvements on the quality and relevance of their programmes
and servicesto the community.

In some school systems, SBE hasbeen practised asanintegral
part of effective school-based management aimed at building schools
that are more effective. The SBE approach, for instance, can start
with ameeting of school headsand teachersin aschool district. In
the meeting, performance reports of the schoolsin the district are
discussed and analyzed; persistent problems are defined and each
school prioritizes and decides on the particular problemsit wants
to address. Thus, different schools have different problem aspects
to be evaluated. Each school conducts an in-depth evaluation of
the aspect(s) it has selected, and assumes responsibility for the
entire conduct of the evaluation, including utilization of resultsin
designing, planning and implementing its school improvement
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programme. SBE then responds to the school’s needs rather than
those of an external agency.

35 Conclusion

SBE asaschool improvement and accountability strategy can
yield optimum results when the following factors are present. The
school and its staff, teachers, school head, and other staff are
committed to SBE. It isthrough commitment that asense of common
purpose is developed. The school staff must possess appropriate
evaluation skills — basic skills in planning, instrumentation and
datacollection, analysis and interpretation.

The overall morale of the staff should be high; this will
facilitate the introduction of SBE as an approach to school
improvement.

Lastly, school staff should be actively involved in problem-
solving and decision-making. Involvement should not only belimited
toimplementing or carrying out the evaluation plan. It should start
from the identification of the problems, which should offer focus
for the planning and implementation of thewhol e evaluation activity,
and should lead to the crafting and carrying out of change or
innovation for improved school performance.
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4. Examinationsand test systemsat school level
inIndia: their impact on institutional
quality improvement
B.P. Khandelwal, Director, National Institute for
Educational Planning and Administration (NIEPA),
India

4.1  Rethinking assessment

Inthe global economy, assessment of student achievementis
changing mainly because, in an ever-changing knowledge based
society, studentswould not only berequired to learn and understand
the basics but also to think critically to analyze, and to make
inferences for making decisions. Educators, policy-makers and
parents are beginning to recognize that minimum standards and
basics are no longer sufficient and are calling for a closer match
between the skills studentslearn in school s and the skillsthey will
need upon leaving school. Besides, intoday’sinformation age, they
also need to acquire and constantly upgrade skills that match the
requirements of the workplace. In this context, the process of
schooling, asit exists now, hasto change to keep in pace with the
skill requirements of agrowing economy like India. Thisimplies
that helping students acquire the required skills and knowledge
would require changes in public examination systems and
assessment techniques at the school and classroom levels. We
therefore need to redefine therol e of student assessment inimproving
the quality of education, and in facilitating the implementation of
school improvement initiatives. This brings us to the highly
debatable and controversia issue of defining the concept of ‘ quality
schooling’.

What isquality education? It isdifficult to provide an answer
to this question that is acceptableto all, or evento most of us. Itis
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easy to accept that ‘quality education’ is a relative and dynamic
concept. There are likely to be as many answers to the question
as there are respondents. Generally, though, ‘quality education’
has to do with what students learn in the schoal, i.e. acquiring
usable knowledge and skills. Yet it is undeniable that most of us
would be hard pressed to come up with a precise definition of
quality education that would apply anywhere. This makes it
imperative that we at |east try to contextualize the concept.

Evenwithout being ableto defineit, we can usually recognize
quality education in our own context. Broadly, we can make an
attempt to understand the concept of ‘quality education’ by
recognizingit as: (a) more of aprocessthan aproduct; (b) more of
an orientation than an objective; () that whichisrecognized rather
thanfinitely defined; (d) more about outputsthan inputs; and (e) that
which isrelated to equity, efficiency and effectiveness. To assess
the effectiveness of schooling in any country we need to gather
information on the above aspects of quality. Experience suggests
that the prevailing student assessment and institutional evaluation
practicesarecritical meansto gather information on various aspects
of quality education in any country. In this context, this article
attempts to discuss the prevailing external and internal student
assessment practices, with afocus on school-based evaluation, in
Indiaand their implicationsfor institutional quality improvement.

Thearticlehassix sections, including theintroductory section.
Policy perspectives on internal and external evaluation at school
level in Indiaarereported in the second section. The existing public
examination and school-based eval uation systemsin Indiaare briefly
discussed in the third and fourth sections. An attempt is made in
the fifth section to examine the management structures for
conducting public examinationsin India. Inthe concluding section,
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possible areasfor reform, not only to improve the effectiveness of
pupil assessment systems, but also the relationship between the
test systems and the quality improvement of schoolsin Indiaare
suggested.

4.2 Palicy perspectives

The concept of school-based evaluation in Indiahas evolved
through thelast five decades. The Radhakrishnan Commission first
mooted the idea of Continuous and Comprehensive Evaluation
(CCE) in 1948. The commission suggested that one-third of the
marks be kept for internal assessment. In 1952, the Secondary
Education Commission, also known as Mudaliar Commission,
categorically recommended internal assessment and use of the school
records maintained by the teachers for final assessment of pupils.
It even went a step further to emphasize that if properly done, a
school certificate'® may be a better substitute for the certificate
given based onthe external examinations. Thiswasthe period when
theideaof providing supplementary information about the student’s
performance in schools surfaced. Accordingly, the Commission
advocated one singlecertificate with two parts: onegiving thedetails
of the pupil’s performancein school; and the other, indicating the
level of performance in the public examinations. The basic idea
was to test (besides scholastic achievements) the non-scholastic
aspects of personality through school -based eval uation.

As a follow-up to the recommendations of the Secondary
Education Commission, the Government of India established the
All IndiaCouncil for Secondary Educationin 1955 for developing
approaches and operational strategiesfor conducting public aswell

10. Based on internal evauation and analysis of student records maintained
by the school.
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asinternal examinationsin thecountry. In 1956, theAll IndiaCouncil
for Secondary Education organized a seminar on examination
reformsin Bhopal, M adhya Pradesh, which strongly recommended
school-based evaluation. Specifically, it recommended that, “asan
initial measure, 20 per cent of the total marks, in each subject,
should be allocated to the assessment of the candidate’s
performance as given in his’her school records.”** This seminar
was a landmark in the history of examination reform in India
Subsequently, the recommendation of the seminar wasimplemented
by a number of states, but was not found effective as interna
assessment scores of the candidates were disproportionate to the
scores obtained in the external examination. It was later on
withdrawn by the states/boards.

In 1966, the Committee on Education and National
Development (i.e. the Kothari Commission) again recommended
internal/school-based evaluation. It specifically suggested that
school-based eval uation should be comprehensive and continuous,
covering personality traits, interests and attitudes, etc., and that it
should be part of the teaching-learning process. Toolsand techniques
of such school-based evaluation need not be the same as those of
the external examination and theinternal assessment should bemore
diagnostic in nature than for certification, more formative than
summative.

In 1971, the Central Advisory Board on Education (CABE)
Committee on Examination Reform, while recognizing the
importance of the external assessment al so advocated for internal
assessment and felt the need for a separate certificate of internal
assessment. 1n 1986, the National Policy on Education (NPE)

11. B.PKhandelwal, et al. School based evaluation in India, p. 9, 1997.
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strongly called for the school-based evaluation to be built into the
total teaching-learning process. It stated that, “ Continuous and
Comprehensive Evaluation (CCE) that incorporates both scholastic
and non-schol astic aspects of education need to be spread over the
total span of instructional time”.*2 This statement in the National
Education Policy document | ater on becamethe basisfor developing
the concept of the CCE.

The CCE, as a concept, has been interpreted differently in
different contexts. In the Indian context, the CCE is to provide
valid and reliable measures of pupil growth and it should act asa
powerful instrument for improving teaching-learning process. In
that sense, the CCE, if effectively implemented, should necessarily
lead to school improvement. As has been mentioned earlier, the
continuous®® and comprehensive* evaluation®® or school-based
assessment should test the total growth of the pupil in the non-

12. National policy on education, 1986 and Programme of action 1992.

13. Itimplies pupil evaluation spread over the entire span of the educational
endeavour.

14. Itimpliesthat, besides scholastic aspects, pupil evaluation needs to cover
the non-schol astic aspects of personality, which includeinterests, attitudes,
personal and socia qualities, proficiency in co-curricular activities, health
of the pupil, etc. In technical terms, it means that not only the cognitive
but also the affective and psycho-motor domains of pupil growth should
be covered in the evaluation.

15. Itisdifferent fromtheterm ‘measurement’, whichisbasically quantitative
innature. Itisqualitative aswell as quantitative; takesinto account relative
assessment and progress over the given span of time; serves as the basis
for moving towards value judgement; aims at improving the level of
achievement and proficiency through diagnosis and remediation; and uses
unconventional tools such as rating scales, checklists, inventories,
observation schedules, etc., besides tests.
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scholastic®® areas, and therefore be in-built into the teaching-
learning process. This characteristic of the CCE makes it distinct
from the external/public examination. The CCE has direct
implicationsfor improving the quality of the school asaunit.

4.3  Public examination system

The formal school system in India (i.e. up to the senior
secondary level) has twelve grades. It consists of eight years of
elementary education, two years of secondary schooling and two
years of senior secondary education. In other words, in principle,
Indiahas a5-3-2—2 school education system. However, in practice,
the structure of the school education varies between different
provinces, but al provinces have twelve years of school education.
Accordingly, different provincial governments follow different
models of public examination.

Asone movesfrom the bottom of the educational ladder, one
finds that the relative emphasis on internal evaluation or school-
based examination for pupil evaluation ismore at the primary, and
the elementary level of school education. At the secondary and senior
secondary levels, public examinationsare given primary importance
inassessing pupils achievements. This does not mean that public
examinationsdo not havearoleat theelementary level of education.
At the primary and upper primary levels of education, public
examinations are usually held at the end of the educational cycle
for transition from onelevel to the other. Internal examinationsare
held for deciding eligibility for promotion from one grade to the

16. In India, work experience, arts, and health and physical education are
generally categorized as non-scholastic areas. The National Curriculum
Framework (NCF) has emphasized that these areas are essential for all
round development of the child’s personality. Being non-examination
subjects, these areas are not taken seriously by the teachers and students.
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other. Thus, at elementary school level, public examinations are
conducted at the end of the primary and upper primary cycles of
education, i.e. at the completion of grades|V/V and VII/VIII
depending on the structure of elementary education in various states/
provinces. Mid-term and terminal (i.e. at the end of the educational
cycleat particular level of education) are conducted at the secondary
and senior secondary levels.

Public examinations are one-shot affairsand mainly focuson
testing the scholastic achievements of the pupil, and thusonly cover
the cognitive domain. Such examinationg'testsare highly structured
and institutionalized. The curricular areas covered by assessing
scholastic aspects in external examinations are knowledge,
understanding, application of knowledge, skills, etc. Accordingly,
to prepare pupils for public examinations, the teaching-learning
activitiesin schoolsarelargely objective and content based. Whether
such a process of teaching and learning maintains stereotyping is
anissue still open to debatein India. It has direct implications for
the growth of teachers and students and ultimately on the quality
of the school as a unit. In other words, the nature of public
examinations largely influences the teaching-learning process at
the school level, thereby leaving little scope for innovation and
creativity onthe part of theteacher. Such external examinations, in
practice, do not lead to school improvement, and in turn, make
schoolsineffective. The outcome of such an examination systemin
the country, particularly at the secondary school level, hasledto a
mushrooming of private tutorial shops, mainly in the urban areas.

Thetechniquesfollowed in public examinationsfor evaluating
scholastic aspects are written, oral and practical tests. Public
examination is considered as one of the best methods to test
scholastic achievements of achild. However, in public examinations,

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

Selected seminar papers

there is an overemphasis on written tests, which usually compels
the pupils to go for short memorizations. It aso leads to poor
content, subjectivity and lack of local contextuality. Eventually,
the curriculum, which forms the basis for public examinations,
becomes a sequence of development of mastery of content and not
its applications. Oral tests, on the other hand, have become the
replicaof thewritten tests, having little scopeto test the abilities of
apupil that cannot be assessed in written tests. Similarly, practical
examinations have only focused on product performance rather
than the process performance.

Even with its limitations, public examination/external
evaluation is considered very effectivein assessing the scholastic
achievementsof apupil. The public examination scoresin different
subject areas are accepted as the most reliable indicators for
channelling the pass-outs of secondary/senior secondary schools
to various streams of higher education, and even to occupationsin
thelabour market. In India, examination results are taken to bethe
predictors of future success. The reality isthat, in most cases, the
quality of aschool* isdetermined based on the percentage of annual
turnover of school graduates.

Many criticd questionsrequiring further empirical investigation
remain: Do the existing evaluation systemsin Indiaexert any impact
on school improvement?Hasit led to any sort of school-widereform
and/or motivated the individual schools to go for regular self-
assessment? Do public examinations facilitate innovations and
experimentations at theinstitutional level? Are such examinations
reproducing educational inequality, both between institutions and
within the school ? Has it made the school, in any form, effective
from the point of view of the larger society? Answersto questions

17. Quality as perceived by the parents and the larger community.
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like these need to be provided to generalize anything about the
rel ationship between the external/public examinations and school
improvement.

4.4 School-based evaluation

Besides the NPE (1986), the National Curriculum
Framework(NCF) 1988 also considered the limitations of the
existing eval uation system, which relies mostly on one-shot, end-
of-the-year impact evaluation. Such annual examinations measure
skills attainment of the pupils, which again are confined to the
scholastic areas. These examinations do not evaluate the affective
domain of the child. To overcome this problem, the NCF
recommended that evaluation should be treated as an integral part
of the classroom teaching-learning process. Moreover, evaluation,
conducted periodically, should provide the type of feedback on
student achievement that enables teachers to improve their
methodology of teaching. The NCF, therefore, recommended for
interactiveteaching®in schools.

As has been emphasized earlier, currently, school-based
evaluation in India is a supplement to the external examination
with the potential to becomethe substitutein future. It coversboth
scholastic and non-scholastic areas. Besides scholastic
achievements, the non-scholastic areas covered in CCE include
personality and socia qualities, interests, attitudes, physical health,
literacy and scientific activities, and other co-curricular activities.
Observation by the teacher serves as the main technique for
evaluation of the non-scholastic aspects. Tools for evaluation of

18.  Aninteractiveteaching methodology involves continuousdial ogue between
the teacher and pupils (i.e. discussions, investigation, problem-solving,
etc.). It could therefore provide an educational environment more conducive
to developing certain abstract cognitive skills.
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thesetraits/aspectsarerating scales, inventories, checklists, periodic
tests, observation of classroom behaviour, etc.

The scheme of CCE upto grade VI isusually developed by
the provincial/state governments and suggested to the individual
schools. Therefore, one comes across varying models of the CCE
in different provinces/states. The CCE may or may not rely on
formal testing of students' achievement. An experienced teacher
whileteaching carries out theinformal evaluation. A more formal
evaluation isdonein the form of unit tests and periodic tests. The
CCE motivatesthe studentsto remain alert throughout the academic
year and al so helpsteachersin teaching more effectively.

CCEinvolvestheissue of aseparate certificate by the school
at the secondary and senior secondary levels. The certificate
provides information on the assessment of those aspects of
personality development of the pupil, which cannot be evaluated
through external examination. The state and the national level
School Education Boardsusually givetheformat for certification.
In some cases, in the certificates of the boards issued based on
public examinations, afootnoteis given that reads: “there is also
another certificate being issued by the school as a supplement to
this certificate. It covers those aspects of personality, which are
not possible to cover through the external examination, but are
important for success in life. This school certificate may also
therefore be studied along with thisoneto judge thetotal personality
of the student.”*® This elevates the status and the credibility of the

19.  Accordingly, the National Council of Educational Research and Training
(NCERT), the Centra Board of Secondary Education (CBSE), the State
Councils of Educational Research and Training (SCERT) and the State
Boards of Secondary Education have initiated a number of projects to
improve the classroom transactions in both scholastic and non-scholastic
subject areas.
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school. In other words, to gain public credibility, the certificate
issued by the school based on CCE, serves as an effective
instrument.

Theoretically, CCE is considered desirable and effective to
evaluate the overall development of a child. But, in practice, it
suffersfrom anumber of limitations. One of the major limitations
of CCE isthat itsimplementation is limited to schools located in
urban areas, and even alarge number of rural schoolsdo not have
any idea about the existence of CCE. Wherever CCE has been
implemented, it has been found that there exist huge deviations
between internal and external assessment scores. In other words,
the internal examination scores are disproportionately higher
compared to those of the external examination scores of the child.
It may be noted that the great strength of CCE is its flexibility,
which makes it applicable to all schools under all types of
management, and having different levels of infrastructure and
teaching-learning facilities. It has been found that schools
implementing this scheme have becomerelatively moredisciplined.

In India, most of the teachers are provided with a syllabus,
and no guidelinesto transact the syllabusin ameaningful manner.
Many teachers do not have the requisite capacity to divide the
curriculuminto unitsfor internal assessment and they also lack the
skillsto carry out the school-based evaluation. Tools for internal
assessment are not availablein most of the schools. Schools do not
haveregular support servicesto formulate their own plan for CCE.
There is no monitoring mechanism to ensure that CCE is being
implemented effectively. CCE involves subjectivity in assessment
of pupils, which leads to lack of confidence in parents and other
users of the results of the internal assessment. There is lack of
inter-school, inter-teacher and inter-subject comparability of the
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scores awarded through CCE. Moreover, teachers are hardly
involved in devel oping the scheme of CCE. Inbrief, CCE isyet to
become amass movement in the school sector in India, where each
school adopts it and each teacher practicesit. There is a general
agreement in the country that CCE, if properly implemented, would
definitely lead not only to school improvement, but also to the
improvement in thequality of thework force produced by the school
sector. However, countrywide effectiveimplementation of CCEis
yet to take off.

45 Management of examinations

India is a huge country having one of the largest school
education sectorsintheworld. Itisdifficult to managethe evaluation
activities of such a huge system. Therefore, for effective
management of examinations, several authorities have been
established, by both the state and national governments. Public
examinations are mostly centrally co-ordinated at the state and
national level School Education Boards. The administration of
public examinationsin Indiahas been largely decentralized.

At theprimary level, internal assessment servesthe basisfor
certification and, at the upper primary level, both the CCE and the
public examination at the end of the cycle form the basis for
certification. At secondary and senior secondary levels, certification
authorities have been established. Several Boards for School
Education have been created in the states and at the national level.
It may be mentioned here that, the first board for managing
examinations at the school level in Northern India was created
in 1921. Seven years after, in 1928, the second Board for School
Education was established in Ajmer, Rajasthan. Currently, there
are 36 boards for school education in the country including three
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national level Boards: the Central Board of Secondary Education
(CBSE), the Council for Indian School Examination, and the
National Open School, which wasearlier part of the CBSE. These
boards manage the eval uation and other related activitiesfor around
22 per cent of the populationinthe agegroup 14-16. Theindividual
schools manage the CCE, though the boards provide toolsand often
guidelines.

The main functions of the Boards for School Education
include: (a) development of curriculum with the support of teachers,
(b) devel opment of supporting materials; (c) orientation of teachers;
(d) publication of textbooks; (€) inspectionsand panel inspections;
(f) institutional evaluation for affiliation; (g) evaluation for
certification and conduct of examinations; and (h) research and
studies. Evaluation of students' achievementsby the boardsisdone
based on the National Curriculum Framework. However, the state/
provincial governments in a participatory mode decide the
curriculum. Since 1921, the boards have been conducting
examinations in time and have provided valuable inputs for
examination reform in the country.

4.6 Reform prospects

The NPE 1986, envisages the senior secondary level as
terminal of the school education. At this stage, the products of the
school education sector are bifurcated into two groups: (a) those
opting for vocational and technical education; and (b) those going
for general higher education. Therefore, the output of the school
sector determines the quality of the available manpower in the
economy. Thisbrings usto theissue of effective schooling. What
are the factors that influence the quality of a school graduate?
Studies have shown that three types of factors affect school quality
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and, in turn, quality of the graduates. These are (@) input factors
(namely socio-economic status of households and the physical
infrastructures, availability of teaching-learning materials,
curriculum, academic and professional qualificationsand training
status of teachers, classsizein the school, etc.); (b) processfactors
(namely methods of teaching and |earning, supervision and support
services, prevailing techniques of student assessment, innovations
and experimentations by the teachers, nature and frequency of
teacher upgrading, etc.); and (c) aset of exogenousfactorsbeyond
the control of the education sector (namely popul ation growth, the
growth rate of the economy, therate of job generation inthe labour
market, credential inflation, the pace of change of skill requirements
of various occupations, globalization and resulting increase in
competitiveness, poverty and socia exclusion, resource constraints,
etc.).

Thus, evaluation, external as well as internal, is just small
part of the whole story of school improvement in India. Often,
exogenousfactorsmake an effective school irrelevant. For example,
in the absence of countrywide effective school-based eval uation,
public examinations have become stereotyped and do not keep pace
with the changing requirements of the economy and the society. We
have over-produced the educated work force, particularly secondary
school graduates. It has reached such a level that the market
premium of ahigh school graduate isalmost the same asthat of an
illiterate. The problem of educated unemployment in India has
pushed down the effectiveness of secondary schools. The parents
and the community focus on examination results, and opportunities
inthelabour market usually determinetheinstitutional effectiveness.
Isit really effective schooling?\We therefore need to contextualize
the concept of quality improvement of schools.
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Evaluation as such is a dynamic concept that keeps on
changing. However, it is the nature and the pace of change that
determinesthe effectiveness of an evaluation system. Inthe Indian
context, the public examination system has more or lessremained
static and the school-based evaluation system has not taken off
properly. Therefore, whilelooking ahead, onefinds enormous scope
for reforming public examination systems and school-based
evaluation practices. Besides evolving appropriate strategies for
implementation, the need of the hour isto look beyond the school
education sector, and accordingly bring about changes in the
curriculum, teaching and learning processes and eval uation systems.
Wehaveto gofor radical reformsin public examinationsand school -
based testing. In brief, amovefrom an academically oriented school
education towards a more functional life-oriented approach in
contents, methodology and operational strategies is very much
desired.

Some of the critical issues that need to be addressed in the
process of examination reform and implementation of school
improvement initiativesare asfollows:

1.  We need to bring about changes in the existing student
evaluation practicesto assessthetotal persondity devel opment
of the child.

2. Thereisaneedto control subjectivity (wherever it exists) in
the existing student eval uation practices, and bring in greater
objectivity and comprehensiveness.

3. Government and School Education Boards need to take
appropriate stepsto protect and improve public credibility of
student eval uation practicesin the country.
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4. Thereis a need to ensure co-ordination between various
boards and a so to ensure uniformity of evaluation at different
levels of school education.

5. We need to introduce and experiment with research-based
innovative methods of student and institutional evaluation.

6. Effectivestepsshould betakenfor countrywideimplementation
of CCE.

7. Weneed to recognize accountability on the part of the schools
asan important factor determining the effectiveness of student
assessment practices.

8. Atthesametime, an appropriatelevel of autonomy should be
given to the schools. Schools should be empowered to speak
for themselves.

At present, thefocal concern of policy-makers, academicians
and evaluation experts is to make the content and process of
evaluation asan instrument for quality improvement. We also need
to understand that accountability tends to be the purpose for
assessment of student achievementsand school performance, usually
preferred by politicians and policy-makers. Educators alwaystend
to prefer empowerment, staff development and school improvement
as major factors influencing evaluation practices in the country.
After all, school assessment is premised on the recognition that
how a school performs is a matter of value judgement and
perspective. Theimmediate need, however, isto equip schoolswith
the necessary tools and capacity and provide a reasonable degree
of autonomy to enable them to carry out schooling and evaluation
activities effectively. Schools in India should be empowered to
contextualize their performance and tell their own story and stories
of their pupilswith conviction and self-confidence.
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5. Teacher performance management asamethod of
school evaluation in Sri Lanka
Wilfred J. Perera, CPDEM, NIE, Si Lanka

5.1  Background

In order to re-vitalize public administration, the Sri Lankan
Government decided to introduce performance and aptitude
appraisal for public servants from January 1997. Initialy, the
scheme was confined to staff officers whose appraisers would be
senior members of the public service.

The objectives sought by the government with theintroduction
of this scheme were: (@) to make activities of government more
efficient; and (b) to enable members of the public to obtain
expeditious and friendly service from government institutes.

All institutes were required to establish mission statements
and ensure employee participation to review current practices
through quality circles. Existing work methods were to be revised
in order to eradicate activities that did not serve the corporate
purpose. A process of continuous improvement was to be
established.

52 Recommendations of the General Education
Reforms of 1997

The 1997 Presidential Task Force on General Education in
Sri Lankareport on General Education Reforms (Section 18) states
that the success of the entire reform programme depends, ultimately,
on how the teacher performs in the classroom and interacts with
the pupils. Thebest-laid planswill fail if thefullest co-operation of
theteachersisnot obtained. Much time, effort and expensewill be
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incurred by the education system in order to build up the quality
and efficiency of the teaching community. However, in order to
acquire desired results, awell-planned monitoring programme is
essential.

The Presidential Task Force decided on the following steps:

Introduction of a Teacher Performance Appraisal (TPA) in
all schools.

Under this system, each teacher will enter into acontract with
the Principal/Sectional Head in respect of an agreed range of
activities to be carried out by the teacher during the school
calendar year. The teacher is named the ‘appraisee’ and the
person with whom he or she engagesin the contract is called
the ‘appraiser’.

At theend of the year the appraiser will review to what extent
the contract has been met.

TPA will beused asabasisfor decisionsregarding increments,
transfers, promotions, selection for training programmes and
workshops, and for the award of scholarships.

Within the education sector, the introduction of performance
appraisal of teachers and principalsin Sri Lankafocuses on
school evaluation and improvement rather than appraising an
individual. The schemeisto help the school toimproveitself
—itsmanagement and teaching —through pervasive eva uation.

5.3 Performance appraisal of teachers

Performance appraisal is an important initiative to assist in

achieving quality education in schools through improving
educational leadership and management. Many schoolsin Sri Lanka
design School Devel opment Plans (SDP), which focus on outcomes.
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The suggested TPA, while offering regular feedback about
performance and career development in relation to agreed targets
and outcomes, would also serve asaprimary sourcein developing

SDP.

TPA isbased on the process model and would enhance total

school evaluation. Teacherswill become active participants of the
school development plan. Thefirst step in the design of a school
development plan isasituational analysis. A careful examination
would show that the performance appraisal scheme provides the
basisfor such an analysis. The following are key benefits:

1.

This scheme is an important element in developing a
professional and collaborative relationship between principals
and school middle management, and between middle
management and classroom teachers.

It is an important management tool. Its implementation is
central to the teacher’s individual and professional
development, school-focused management and to the
achievement of the corporate objectives of the Sri Lankan
education system.

Thisschemewill assist in achieving an organizational culture
whereregular feedback and communi cation about performance
becomes an integral part of the way in which work is done.
The process is designed to maximize organizational
performancethrough aligningindividual and team performance
with the wider objectivesthat the school setsfor itself.

Staff at all levelsview thisasan opportunity to recognize and
reward good performance, and to provide support and
encouragement, for staff to undertake learning and
development opportunities. The scheme providesthe prospect
for teachers to collaborate in the school Vision and Mission
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Building. Commitment of all staff taking part in the
development of the school plan is guaranteed through the
performance appraisal scheme.

The aim of the performance appraisal is to improve the

management of individual performance and thereby increase
efficiency and productivity in theteaching service. Thismeansthat
in particular, performance appraisal will:

1

2.

Link teaching responsibilities of individual teachersto the plans
and goals of the school.

Establish agreed targets and outcomes as a basis of the
evaluation of each teacher’s performance thereby helping the
school to achieveitstargets.

Provide ongoing feedback to assist in improving teacher
performance by implementing staff development programmes.
Identify the needs of teachers for professional development
and assist in establishing career plans of individual teachers
aswell as provide opportunity for total staff development.
Provide abasisfor the school self-evaluation which emerges
as anatural outcome.

Enhance public confidencein theindividual school inpublic
education system, through ensuring high level s of competence,
efficiency and performancein theteaching service.

54  Theappraisal cycle and how it works

The appraisal cycleis the period between the establishment

of a performance appraisal plan and the final formal appraisal
discussion. Thiscycleisthe cornerstone of performance appraisal
as it provides an agreed timeframe during which the teacher’s
performance can be appraised. In most cases, the timing of the
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cyclewill belinked to the devel opmental cycle of the school where
thecyclewill be oneyear in length. The operational stagesin TPA
aregiven below (seealso Figure 3.1).

All teachers are designated appraisers and moderators. In
designating apprai sees and moderators, authority (position power),
ability (professional power) and acceptance (personal power) are
considered. Span of control is also considered when allocating
appraisers. One appraiser may have eight to ten appraisees.
Therefore, in a school with fewer than ten staff, the principal will
be the appraiser for al. In a school with around forty staff, there
may be five appraisers, and the principal will act as moderator.
When the above five become apprai sees, the principal will betheir
appraiser and thedivisional officer, themoderator. In alarge school
the moderator may be another middle manager, in a middle-size
school the principal, or the divisional officer. In general, the
moderator will beidentified from the next level in the organization
above the appraiser. Moderation is a quality-control process to
ensure equity and fairnessin the process. The moderator isusually
involved during the planning stage or during final review.

Stage 1

Here, the appraisee and appraiser sit together on an agreed
date before the end of the school year, and will fill columns 1,
2 and 3 of the appraisal form. The appraiser ismoretobea‘mirror’
and the ' coaching technique’ isused by him/her. They first negotiate
on consented goal s, targets and taskswith the apprai ser and record
them in Column 1 on the performance appraisal plan. Resource
support, or training required, is also negotiated and written in
Column 2. To do this the appraiser must have a fair degree of
knowledge about the school’s resources. He must be an integral
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part of the School Management Team. In case of doubt, the
appraiser should be able to consult the principal. If the school has
a‘team management culture’, the processis easier. However, the
scheme will help schools to develop such a culture. Indicators to
measure the goals, targets and tasks that have been agreed upon
arewritten in Column 3.

Stage 2

Stage 2 is the review of progress made by mid-year. This
may involve re-negotiation of some goals, targets and tasksin the
light of the realities of the first half-year’'s work. Schools may
havetwo reviewsin between, asthere arethreeterms. First review
isat the end of thefirst term, followed by another at the end of the
second.

Stage 3

Stage 3isthe annual review of achievements and evaluation
of resultsat the end of third term, or in other words at the end of the
year. At this time the appraisee will write the achievement listed
and the appraiser will write his’lher comments. The appraiser will
then evaluate the performance of the teacher on afour-point scale.

Stage 4

Stage 4 is the time of decision and devel opment when goals
are negotiated for the following year in the context of school and
individual needs.

In negotiating the goals, targets and tasks for inclusion in a
teacher’s performance appraisal plan, many purposes may be
served. Priority may be established for government initiatives,
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national goals, provincial/zonal plans, school needs, the teacher’s
professional development requirements, as well as the teacher’s
career aspirations. Infact, all of these could beincluded within the
annual plan.

Figure3.1 TPA cycle

Stage 1
Planning: goals/targets/tasks
and performance indicators

Stage 4 Stage 2
Identify areas of development Progress end of first term and
Develop overall school plan second term or mid-year
Iy
Stage 3
Annual performance review
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Figure 3.2 Performance appraisal plan

Sage 1: Performance Appraisal Plan
Prepare goals/targets/tasks
Indicate resources, support, training needed
Signed by appraisee and appraiser when agreed

Sage 2: Mid-year or end of term progress reviews
Achievements so far, discussed by appraisee and
appraiser
Moadifications with the agreement appraiser
Facilitated by moderator only if disagreements of
conflicts occur

Sage 3: Annual performance review
Achievement listed by appraisee
Comments made by appraiser
Moderator consented

Sage 4: School progress review (devel opmental)
Staff meetings
SMT meetings
Areas for development identified into school plan for
next year.

The appraisal plan (see Figure 3.2) is a device to integrate
theindividual teacher’s own work planswith that of the school and
the wider system. The individual’s achievement then becomes
aligned with the school devel opment plan and the corporate goals
of the system.

1. Theperformanceappraisal schemeincorporates professional
developmental elements as well as accountability elements.
(Itsobjectivesarelisted below.)

2. Theindicatorsallow to measure achievement or performance
both quantitatively and qualitatively.
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o0

The scheme links into wider school supervision issues with
school planning and school development in focus.
Performance appraisal isdoneby line supervisors, in thiscase
the school middle managers.

The moderator will ensure equity and fairness.

Information provided by the schemewill also identify school
needs.

The performance appraisal links itself with the training and
development of staff, and the provision of sufficient resources
and support to achieve the goals, targets and tasks agreed
upon.

Each individual’s performance appraisal links itself to the
objectives set out in the school’sannual devel opment plan.
The performance appraisal scheme starts with clear and
unambiguous target statements. The performance appraisal
process will require role clarification through promulgation
of clear statements.

Box 2.  Objectivesof teacher performanceappraisal

S o

IS

© N

Promote teacher self-appraisal.

Help establish realistic objectives.

Acknowledge teacher achievement/s.

Help agree appropriate action to overcome difficulties.
Assist in decisions that involve resource allocations/
commitments.

Help individual teachers understand the organizational
needs/objectives.

Help evaluate and revise job-specifications.

Assist in career development.

Assist in identifying institutional and organizational
strengths and weaknesses.
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5.5 Other benefits

The scheme challenges the ad hoc teacher transfer and
recruitment policy. The school will cal for stability in the policy
and its implementation. The government has declared that there
will be no mid year transfers.

Theroleof theprincipa inthe appraisal schemewill becrucial.
Heisnow ‘pushed’ by teachersand ‘ pulled’ by the authorities. He
can no longer be lethargic. The system has already linked TPA to
increments, promotions in the teacher service and other reward
systems such asforeign scholarships.

TPA will facilitate the production and install ation of the school -
based management initiative that is to be implemented this year.
Therewill be cultural re-orientation, aparadigm shift. The schools
will be empowered through the TPA scheme. The schools will
liberate themselves from overdependence.

Thein-school supervisionisactivated by TPA and theinternal
management of schoolsisstrengthened. Theteachersand principals
will be made more accountable. There will be clear lines of
accountability.

Thedivisiona officer hasakey roleto play inthe TPA scheme.
In most circumstances, hewill bethe moderator. He has adefinite
developmental role/task to perform, but with authority, TPA
becomes a potent instrument in the hands of a creative divisional
officer.

The performance appraisal schemefor principalsisalsotobe
implemented and isin the pilot stage now.
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5.6 Conclusion

Holly and Hopkins (1988) have distinguished three aspects
of evaluation: evaluation of, evaluation for, and eval uation as school
improvement.

Evaluation of school improvement is often of a summative
kind, drawing conclusions about the worth, rationality, effectsand
implications of areas being evaluated. Evaluation for school
improvement isoften intended as formative eval uation, seeking to
stimulate and guide thosetrying to improve schools. Evaluation as
school improvement can be seen as action research, improvement
work and evaluation where all three are tightly integrated. The
distinction between eval uation as and eval uation for improvement
is clear; the latter presupposes a dichotomy between evaluation
and its utilization, while the former suspendsthe difference.

The Teacher Performance Appraisal is more on the lines of
evaluation for school improvement.

Teachers react with suspicion to many state initiatives and
this move forms no exception. The introduction of the scheme,
therefore, had a lot of pre-preparation. Principals, officers at all
levels have been educated on the scheme. They are supposed to
educate teachers. The Centre for Professional Development
(Education Management) of the Nationa Institute of Education
has made this an integral part of all their courses.

The performance appraisal scheme is simple and requires
minimum documentation. It will also establish a‘ document culture’,
which the system lacks, and has considerable potential to assist
teachers in their organization of work and their effectiveness. It
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doesnot call for extrawork but gives meaning to the work teachers

aready do.

This scheme, | would argue, is one that takes into
consideration the contextual realitiesand the major thrust ison the
process. Thereis no single determinant on school effectiveness.
Process variables are extremely important. Teacher behaviour is
at the heart of quality. Real quality improvement depends on what
happensin schools. The TPA schemeisall about improving teacher
behaviour, which isthe key to school improvement.

127
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6. Community participation and school gover nance:
diver se per spectives and emer ging issues
R. Govinda, NIEPA

6.1 Introduction

Moves towards involving the community members, and
empowering them to govern the schools, currently find a prominent
placein education policy documents and programme perspectives
inamost all countries. Infact, community participation in school
management hasalong historical legacy. After al, thefirst schools
werefounded, and even funded solely by local community groups.
The state entered the scene much later in the history of schooling.
Initialy, the role of the school had been to wean the individual
away from the emotional world of thehomein order to sociaizein
the outside world and to introduce young men and women to the
rational world of knowledge and learning. With the onset of
industrialization, along with the emphasis on compul sory schooling
and education for informed citizenship, national governments began
to take over the responsibility of funding and organizing school
education. This, in someways, set the stage for distancing the home
and the community from school organization. With the evolution
of ‘national systems of education’, governments began asserting
their authority and control over the system of schooling as fully
legitimate. Today, all over the world, it is the prerogative of the
national governmentsto determine the shape of the school system
asapublicly funded phenomenon.

Seen inthe above evol utionary perspective, the current focus
on participation of the community in school governanceisactually
an instance of ‘coming round full circle’. But this return of the
prodigal isnot out of volition or self-experienced compulsion, but
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because that isthe fiat of the state. Is it not paradoxical? Perhaps
one hasto unscrambl e the backdrop and context to understand what
thisreturn of the community to school governance means, inrhetoric
and in reality. Are community members eager to play the role of
school governors? What areits ramificationsin different contexts
and with regard to different aspects of school functioning? What
are the prospects of this becoming a central means of improving
school quality? Doesit represent a genuine interest of the state to
reconfigureitsrelationship with the school and thecivil society in
a more democratic manner? Or is it the political and economic
expediency that is pushing the governments to take recourse to
such actions? These are some of the critical questionsexamined in
thisarticle.

6.2 Under standing the context: changing face of school
as an organization

Reforming education policies and programmesis a periodic
phenomenon that all countries adopt from time to time. Focusing
on school functioning hasbeen anintegral part of all such exercises.
However, in all the educational reform exercises attempted across
the globe during thelast two decades, ‘ school functioning’ hasbeen
the focus of central attention as never before.

Individual school asthe primary unit of improvement

Perhaps the most distinguishing feature that is common to
the school autonomy reformsin al the countriesisthe recognition
that individual school is the primary unit of improvement. This
recognition also places school improvement or development
planning at the centre stage of the reform movement. Thishasalso
becomelinked to the means of developing asense of ownershipin
and commitment to the projected plans of school efficiency
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improvement among school authorities as well as community
members (Govinda, 1998).

I ncreased autonomy to the school

Recognition of the school as the primary unit of action has
been accompanied by several changes in the basic management
framework adopted for running the school system. Traditionally,
school has been at the receiving end of innovation and change
process in the education sector. Changes that bring about reforms
in school education are designhed on a system-wide scale and the
role of the individual school isto implement this change process.
In contrast, the most widespread current trend in thisregard isthe
provision of greater autonomy to the school and theintroduction of
‘school-based management’. One can say that ‘individuality or
uniqueness framework’ is beginning to replace the * standardized
framework’ applicable to all schools. In this, the ‘school
development plan’ hasbecome apowerful instrument, not only for
setting the direction of change and improvement within the school,
but also for receiving recognition and support from public funds.
Another component of school-based management with far-reaching
implication is the establishment of school governing boards with
authority to oversee the functioning of the school, and also give
policy directionsfor school improvement.

Getting the community involved

Finally, as part of the reform processesin school education,
policy-makers all over the world have come to view active
community participation as an effective means of promoting and
improving schools. Inlinewith this, legid ations on school governing
boards ensure that they are well represented by parents and
community representatives. For instance, the South Africa School

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

Selected seminar papers

Act specifies that more than one-half of the memberswill consist
of elected community representatives. Further, community
participation and empowerment in decision-making has commonly
been understood and propagated as an attempt to counteract
centralized actions. It is assumed that they have the potential to
make a major contribution in educating people, increasing their
awareness|evels, bringing improvement in their health and living
conditions, aswell asimproving their life styles.

A direct consequence of theincreased autonomy for the school
and the focus on internally generated school development plans
manifestsitself in terms of heightened emphasis on productivity
and performance. The government-school direct linkage model has
also made school administrators and the teaching community more
vulnerable to criticism from the state authorities as well as
community representatives. As West-Burnham (1997) describes,
there has been a polarization tendency for power to become
increasingly centralized (i.e. with government) and for
accountability to becomeincreasingly institutionalized (i.e. located
with the school). Thetraditional mediating role of local government
or middlelevel bureaucracy isbeing increasingly undermined and
diminished. Schools are therefore far more exposed and have far
fewer support agenciesto draw on. At the sametime, they are far
morevisibleasindividua institutionsin termsof their performance.

6.3  Community participation: deriving the meaning
from practice

While there is no simple definition of what ‘community
participation’ means, aburgeoning education literatureisbeginning
to emerge which treats community participation asthe single most
effective means of improving school functioning. However, isthere

International Institute for Educational Planning http://www.unesco.org/iiep

131


http://www.unesco.org/iiep

School evaluation for quality improvement

132

clarity on themeaning of ‘ community participation’ ? The concept
seemsto acquire diverse meaningsin different contextsin terms of
practice and implementation.

Attempting to bring the school and the community together is
not a new phenomenon in any country. Education of the children
has always been recognized as ajoint responsibility of the home
and the school. Thisiswell illustrated by the existence or promotion
of parent-teacher associations. Yet thereisasignificant changein
theway thisjoint responsibility iscurrently being interpreted. One
can observe a distinct shift from having informal PTAS to the
creation of formal School Management Committees, asisthe case
in many countries of Asiawith specific roles and responsibilities
inthemanagement of thelocal school. The school autonomy reforms
have further deepened this move towards community involvement
by vesting legal and statutory powersin these bodies as Governing
Councils or Boards (Govinda, 1998).

Who represents the community?

The question appears to have led to different interpretations
and implications for involvement of the community in school
governance. Threelines of thinking can betraced from prevailing
practices. First is the natural and traditional choice of parents of
thechildren enrolledin theschool. But thisisnot accepted asgenuine
representation of the community as interested and committed
individual s without their wards in the school get excluded in this
arrangement. Thisbecomesimportant in many devel oping countries
where universal school participation, even during the compul sory
education agegroup isyet to beachieved. The second line of practice
isthat community representation should imply involvement of the
local/neighbourhood civil society members, irrespective of their
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direct link with the school. This could work in compact
neighbourhoods where the catchment area of the school is well
defined. But one gets into difficulty where the community is
dispersed and parents have a free choice to select the school for
their children, irrespective of itslocation. Thethird approachisto
consider elected representativesinthelocal self-government bodies,
such as municipalities and ward committees, to represent the
interests of the community. In fact, this approach is gaining
considerable acceptancein some of the developing countries, asin
India. Whilein ademocratic decentralized set-up, it isdifficult to
question the legitimacy of these people, many fear that it could
turn schoolsinto placesfor party-based politics. Experience seems
to support this argument. For instance in England and Wales,
governing bodiesthroughout the country, and, well into the 1980s,
wereinthrall to apaternalistic, party-led approach. Invariably the
councillors of the ruling group becameinvolved in school boards.
However, legislations on school-based management in most of the
countries have opted for direct election of representativesfrom the
community.

Practicesin thisregard are also influenced by the perception
of policy-makers on the relationship between the school and the
community. The free-market terminol ogies have made extensive
inroads. Some prefer to view parents and community members as
‘consumers’ and schoolsas’ serviceproviders', again with varying
interpretation of the terms. Gann (1998: 34-35), reviewing the
literature, differentiates the traditional view of consumer and the
current thinking on parents as consumers. In the conservative model,
the consumer isseen as: (a) freefrom responsibility for the quality
of service, except by complaining whenit falls below an acceptable
standard; (b) acting out of self-interest, rather then asamember of
apotentially forceful society; (c) reactive to services, rather than
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proactive; (d) having a one-dimensional purchaser provider
relationship with services; and (e) likely to be amember of one or
another constituency or interest group. In contrast, in the radical
model, the member of the community is seen asresponsiblefor the
direction, content and quality of services; and committed long term
to the community and having acomplex set of relationshipswithit.

Framework for community participation

Theoretically, and in legislation, the issue of community
participation seemsto be a settled one. However, the contours of
participation in practice seem to be still in aprocess of evolution.
Evenin countrieswherelegidations have beenin placefor severa
years, the reality continues to be in a highly fluid state. One can
only discern certain trendsasto what is determining the nature and
scope of community participation in matters pertaining to school
governance. Examining the situationin several countriesthat have
implemented school autonomy measures, and adopted the practice
of community participation in school governing boards,
O’ Donoghue and Dimmock (1998: 1) identify two broad strands
of community participation: (a) empowering the community to
monitor/control/oversee the school functioning — typically aprocess
promoted at |east in policy documentsin devel oping countries; and
(b) aderegulated, decentralized system replacing central planning,
control and supervision associated with school -based management,
school -based budgeting, and the community management of schoals.

The extent of real empowerment, or the extent of
decentralization, is again dependent on several contextual
parameters. Yet it is clear that the moves have brought about
significant changesin the pattern and nature of relationshipswithin
and among school communities. A heightened sense of politicization
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is usually one consequence, particularly in environments, which
hasincorporated teachers and parents, in addition to principalsin
redefining roles. Further, depending on the nature of authority vested
in different actorsinvolved in school governance, the professional
landscape of school management and governance has been
reconfigured in a number of ways. An important question to be
deliberated upon in this context is how sustainable are these
changes? Implementing the new practices in a consistent manner
would represent asignificant changein organizational architecture
from hierarchical, bureaucratic structures and decision-making
formsto decentralized, co-operative, professiona and lay-controlled
structures (O’ Donoghue and Dimmock, 1998: 170). However, such
moves have to contend with resistance of the authorities, the
bureaucracies, to make themsel ves redundant and share power. Also,
amajority of parents seem to be reluctant to be active participants
in formal decision-making structures involving issues related to
core processes of teaching and curriculum, considering the settings
to be uneven playing fields and conceding their own difficultiesto
be equal partnersin such matters.

6.4  Why community participation? Diverse
per spectives

Though originally schools were the creation of local
community groups, recent history shows that throughout much of
the world public education has been the preserve of bureaucracies
that have left little room for non-professional participation in
shaping education policy and practice. Parental involvement, where
it has existed, has usually been limited to activities such as fund-
raising, providing school equipment and sitting on various auxiliary
bodies such asparents’ and friends' associations (O’ Donoghue and
Dimmaock, 1998: 18). What are the motives behind the ongoing
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radical shiftinthe school management framework? One can discern
varying responses across countries even when actions are on almost
similar lines. Drawing any generalization becomes even more
compounded with dichotomy between rhetoric and reality,
prescriptions and practice, aswell as expectations and actualities.
Following are some of the broad motives that provide the official
rationalefor bringing community participationin school governance
in different countries.

Democracy rationale

Oneview on therecent reforms sweeping different countries
and bringing community to the school governance is that it is
prompted by a genuine desire on the part of the governments to
broad base decision-making processes, and promote democratic
principles of participation. Obviously, whether in Australiaor in
England, thisis not asudden move. It ispreceded by debateswith
distinct political underpinnings. Some also link the move towards
democratization to parental activismin many countriesfor obtaining
alarger rolein decision-making.

Decentralization rationale

A pervasive feeling that the school education systems have
not only grown in size but also in complexity, placing the national
governments under severe stressunderscoresall these efforts. Asa
responseto this perceived problem, it istaken almost axiomatically
that the central government has to shed some of the powers and
authorities, transferring them to people operating nearer to the
schools, in order to improve the efficiency of the system of school
management (Govinda, 1998). It is argued that the community
members are the final stakeholders in school education and the
authority for school management should finally vest with them.
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While apparently this seemsto have abroad agreement among all
concerned, in practiceit seemsto haveled to greater private control
in education, and has rai sed questions of equity.

Social justice and equity rationale

Wherethe society consists of multicultural settingsand diverse
S0ci0-economic groups, it isconsidered that parental participation
on ademocratic basisin school governancewill contributeto goals
of social justice and equity. In fact, throughout the 1960sand 1970s
a major force behind the development of increased parental
involvement in the United States stemmed from concerns about
social justice and equity. In many developing societies with wide
differencesin economic capabilities, theargument findsgreat favour
among policy-makers. The South African School Act statesthisas
one of the main goals of setting up school governing bodies with
majority participation from community members.

Economic rationalism and free-market principle

Traditionally, the education system has remained very little
affected by the development in theworld of economy and production.
However, this phase of protective isolation appears to be coming
to an end as economic rationalist and corporate managerialist
policieshave been sweeping the public sector provisionsinall sphere
of life. Governments have come under severe pressure for
restructuring of bureaucratic organization to achieve greater outputs
for the given inputs. Applying these principles to the education
system requiresaleaner, tighter, more precisaly defined management
structure, and more precisely articulated policy goals, as well as
the*“devolution of action” (O’ Donoghue and Dimmock, 1998: 21).
Devolution of authority to the schools and to the community
members seemsto be apart of thislarger restructuring processand
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requirement of downsizing the government establishment. As Scott
(1989: 11-22) observes, reasons for managerialism in education
seem to be both structural and ideol ogical, with notions of efficiency,
productivity and accountability becoming the driving forcefor the
reforms.

Accountability principle

A long-standing complaint of the common taxpayer has been
that the education system in most of the countriesisrunin anon-
transparent manner, and the people managing the system have no
direct accountability to anyone, though the system is dependent
very heavily on state funding. I ntroduci ng school -based management
and involving the community in school governance are seen as
answers to this criticism. With adequate representation of the
parents, who arethe direct stakeholdersin school governance, itis
expected that the system would become more open and accountabl e.
Thisisalso expected to improve significantly the efficiency of every
school. The principle is based on the requirement that those who
want the school to be accountable to them have to take part in
management. Since the system is too large for government
bureaucracy to take part in the governance of individual schools,
thetask should beleft tothelocal community and other stakeholders
from the school.

6.5  Roleof community in school governance: emerging
challenges and issues

The new management framework for school education with
active community involvement may have effectively responded to
several criticisms of the traditional approach; but it has brought
with it new issues and challenges. New actors areintroduced into
thetask of governance with which they have very littlefamiliarity.
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While the new actors acquire the necessary skills and orientation,
old actors are required to change their mindsets and reconfigure
the relationships. Departmental authorities have to be willing to
shed some of their prerogatives and powers while parents and
teachershaveto learn to discharge their newfound responsibilities
effectively. Asalready pointed out, the new school -based actorsdo
not have the scope to pass the buck and put the blame on the
ubiquitous ‘ systemic problems’ which are beyond their purview.
Some of these emerging issues are discussed bel ow.

1

As O’ Donoghue and Dimmock (1998: 167-168) highlight, a
major manifestation of awidening of parental involvementis
greater decision-making, through legislated representation on
school councils, involvement in school devel opment planning
and membership of a variety of school committees. These
initiatives provide parentswith greater voicein school policy,
planning, governance and administration. Several issuesin
this connection need to be examined: (a) how much or how
little power and influence are exercised by parent
representativesin the various decision-making groups; (b) the
extent to which elected parents on school councilscan and do
represent diversity of interests, valuesand views of the parent
body asawhole; and (c) Isthisagenuine attempt to embrace
parent and community involvement in democratizing school
decision-making, or an attempt by the governmentsto avoid
criticism on themselves?

Asnoted earlier, building asystem of accountability has been
onedriving force behind the moveto involve parents and the
community in school governance. But the accountability
framework remains unclear. Accountability cannot beseenin
afragmented manner in terms of administrative efficiency and
professional capabilities. To whom should the school be
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accountable—to the government, the parents or the public at
large (taxpayers). Are community membersready take on this
role? It isfound that parentsin general areinterested in their
children’s education and that they wish to beinformed about
their progress and prospects ... However, it isthe experience
of many schools that parents have no wish to interfere in
professional matters relating to the organization and
management of internal affairs. The emerging evidence
suggests that they are more interested in outcomes than in
processes. Whilethere have been afew politically motivated
parents who have seized the opportunity to exercise the new
powers available to them, there has scarcely been arush by
parents to put themselves forward even for election to
governing bodies. There hasbeen asimilar lack of enthusiasm
to take part in the new accountability proceduresthrough which
parents can question the school’s performance and possibly
take corrective action.

Thereissomeevidence of anincreasinginvolvement of parents
in evaluating and reviewing whole school performance. In
some countries, parents are represented on school review and
inspection teams. Even in India, though no powers have been
vested in school managing committees, community members
are exhorted to monitor and oversee the functioning of the
local school. This also raises several issues: (a) parental
contribution to quality assurance through school review and
evaluation—How satisfactory isit and can it be meaningfully
enhanced? (b) How much accountability isbeing and should
berendered to parents, what form should it take? and to what
extent are performance measures valid. It is necessary to
examine the question of community participation and the
structures created for the purpose within the local political
and developmental context. While school governing council
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or village education committee can become the main body
for decision-making with respect to general management
issues, questions of academic and professional management
have to be independently dealt with. How the community
members can be brought into academic decision-making
cannot have a uniform prescription asit depends very much
on the profile of the members constituting such management
bodies and the mutual confidence that the teachers and the
members of the committee enjoy.

An important rationale for the restructuring of policies
emanates from the concern shown by many governments to
cut public spending and to secure greater efficiency and value
for money in education. Thispursuit of economic, rationalist
policies in education has led to criticism from parents and
teachers that governments are placing more responsibilities
on schoolswhile failing to provide adequate resources. This
cannot be considered as mere activist posturing. It calls for
examining certain basic issues and challengesif the policies
have to be effectively implemented, and are not seen merely
asameans of passing over the burden to the already burdened
common person. Two issues are at the core of thisargument:
(a) there is an issue of equity in the expectation that local
communitiesand parentswill contribute directly to the human,
physical and financial resources to school; and (b) some
parents may consider that the payment of taxes entitles their
children to an otherwise cost-free, publicly provided education.
Though most countriesin the devel oping world al so advocate
community participation as an important component of their
efforts to improve the education system, two significant
guestionsare being rai sed, particularly inthe context of several
Asian countries (Govinda, 1998). The first apprehension is
that, under thelow state of educational development in many
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countries of theregion, such extremelocalization of authority
may make school thelocus of an unwarranted power struggle,
undermining the basic concern of improving school efficiency.
Thisiswell illustrated by the studies of school management
committees in several countries of Asia. The second
apprehensionismoreglobal in nature. Many fear that handing
over school control and management to local councils and
boards may, intheend, |ead to de-profess onalization of school
administration, and even cut into the authority of the school
heads. As has been pointed out by scholarsinvestigating the
effects of school autonomy reforms in some of the
industrialized countries, thismay gradually erode the power
and authority of the school itself and lead to further central
control on vital matters of schooling — such as curriculum,
learner evaluation, personnel management, etc.

Rationales for restructuring are rarely articulated in
educational terms. Instead, the preponderance of economic,
financial and political elements in the restructuring process
tendsto lead the school community invariably to becoming a
more politicized arena, where tensions and insecurities are
played out between the major players — principals, teachers
and parents — and where education, as a result, may suffer
(O’ Donoghue and Dimmock, 1998: 170). Apprehensionsare
expressed on this count. Some observersfeel that thetransfer
of the school management authority to legally formed local
bodieswould take away the professional freedom and authority
of the school head in shaping school development programmes.
Itisfelt that the head teacher’s subordination to the wishes of
thelocal community islikely to lead to short-term gains but
not sustainable positive changes asit takesaway theinitiative
for development action from the head teacher.
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Even though several issuesremain to betackled, studiesalso
reveal that active participation of the community in school
governance has added substantial valuein terms of effective
school functioning. However, lack of clarity and internal
contradictionsin the system tend to underminethe contribution
of parental involvement in school governance. Pascal
(1989: 82-92) foundin her study that primary school governing
bodies in which parents were prominent were making a
valuable contribution to the functioning of the system as a
whole, but observed that governing bodies worked under
several conflicting pressures and demands. Four central
dichotomieswereidentified: (a) elitismversuspluralism (elite
models of distribution of power present publicinstitutionsas
largely dominated by ruling groups); (b) centralization versus
devolution; (c) professionals versus laity; and (d) support
versus accountability.

6.6 Conclusion

In summary, one may conclude that the policy of community

involvement in school governance has resulted in changes in three
basic areas. Fird, forms of parenta and community involvement,
particularly in school decision-making, arewidening and diversifying.
Second, tighter public spending policiesareredistributing respongbilities
for theresourcing of schoolswith consequent ramification for parents
and other non-government sources. Third, emphasis is placed on
improving learning outcomesfor all students, apolicy whichinvolves
increased expectations of both parentsand schools (O’ Donoghue and
Dimmock, 1998: 167-168). But these changesmay betransient unless
all concerned pursuethe policy with consistency and commitment.
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It isnecessary to recognizethat thereis till along way to go
for realizing atransformed system of school governance in many
developing countries that are still struggling to meet basic
quantitative targets of providing education for all. Many countries
are also deeply entrenched in hierarchical management structures
that are not accommaodative of change processes. The dynamics of
transforming such centralized and hierarchical management
structures steeped in bureaucratic rigiditiesinto a‘ peoplefriendly’
decentralized system is not just atechnical exercise. Nor can one
expect that afew rounds of exhortationsto the community members
through participatory processes will suffice. Changing the
framework of power sharing can never be asimpleprocess, whether
it iswith regard to school governance or any other public system.
It requires everyone concerned — the political personage, the
bureaucracy, school authorities, parentsand the common citizenry —
toimbibeanew ‘world view' on human relationsthat underscores
mutual trust and confidence in each other. When such a
transformation of the systemislinked to empowerment of the people
it makes it doubly complex and challenging. But there is no
alternative. It can only be pursued through continued strengthening
of democratic processesin school governance (Govinda, 2000).

In recent years, theintensive attention paid to the functioning
of schools the world over is quite perplexing. Just afew decades
ago, education discourses were fired with calls for de-schooling
the society. It appears that the education world has moved very
quickly from de-schooling afew decades ago to deeper entrenchment
of bestowing on the school monopolistic and monolithic control
over the enterprise of organized education. But thiseuphoriaisnot
likely to last long. Undoubtedly, the challenge of the information
revolution and open learning systems looms large, and is gearing
to overshadow the new reform processes even before they fully
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takeroot. AsDrucker (1993: 209) pointsout: “ ... Indeed, no other
institution faces challenges asradical asthose that will transform
theschool.” Theschool isfaced with the choiceto perform or perish.
The challenge is not with regard to the way it operates and meets
the government curriculum prescriptions effectively. The real
challenge is with regard to what it delivers — how it equips the
children to face the new digital world. The state may have been the
norm-setter and arbitrator during the present round of reforms.
However, in the final analysis, it will be the parents and the fast
changing world of work that will determine the fate of the school
and the shapeinwhich it will survive and serve the society.

145
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7. Alternativemodelsin reforming school supervision

Anton De Grauwe, |IEP/UNESCO and Gabriel Carron,
[IEP/UNESCO

7.1 Introduction

School supervision services have been the subject of much
criticism in recent years. Schools, governments and international
agencies alike consider this service to be inefficient: its role in
monitoring issimply procedural, rarely innovative, and itsimpact
on the quality of schools seems insignificant. In response, many
countries have attempted to reform their supervision service.

Some of the reforms have been fairly marginal, at times not
going much further than to renamethe service. Others (for example
in England, New Zealand, in some statesin Australiaand in Chile),
represent a global transformation in the organization and the
regulation of the education system. They stem from adeep reflection
about therole and usefulness of supervision, which mirrorssimilar
thinking about therole and effectiveness of the state. In some cases,
the supervision mandate has been submitted to thorough questioning
and reinterpretation. A growing number of countriesarereflecting
onasimilar global reform. Within Asia, Hong Kong, Malaysia or
the Republic of Korea have taken substantial steps in reforming
their supervision services. However, amost all countriesrepresented
at the ANTRIEP seminar have engaged in similar attempts to a
lesser or greater extent.

Diverse supervision services have been devel oped, amongst
which four model s —the classical supervision model, the central

20. Theterm ‘model’ should not be understood as ‘an ideal example’, but as
a ‘typica case’, which is a simplification of reality. Such simplification
alows for more clarity in the description of the different models.
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control model, the close-to-school support model, and the school -
site supervision model — can be identified. Each of the modelsis
inspired by a different vision of the role and the efficacy of the
supervision service. In reality, most countries have borrowed
elementsfrom different modelsand their service can be considered
ahybrid. Thisisprobably best; each model hasanumber of assets,
but alsoimpliesrisks, and its success depends strongly on the context
of each country and on itsinstitutional culture.

7.2  Three strategic options

Before presenting the different supervision models, it is
important toidentify the strategic choicesthat distinguish one model
from another. These choicesdeal with three fundamental questions:
First, what will be the principal role of the external supervision
service? Secondly, what significance will be given to the major
monitoring toolswhen eval uating the functioning and efficiency of
schools and teachers? Thirdly, to whom are schools and teachers
accountable and how is such accountability interpreted?

The response to these questions will have an impact on the
organization of the service, its structure, the location of the
supervisors, and the nature and scope of the supervision activities.
The following paragraphs examine the different answers that can
begiven.

Therole and objectives of school supervision

In most countries, supervision has to combine three roles:
control, support and liaison. Each role has two dimensions:
pedagogical and administrative. In principle, in addition to
individual teachers, inspectors can also take an interest in schools
as institutions and in the education system as awhole. Table 3.3
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summarizesthe main tasks, thetwo dimensionsand thethreelevels
(teachers, school, system).

Table 3.3 Key functions of supervisors

Dimension

Tasks Pedagogical Administrative
Level
Teacher | School | System | Teacher | School | System

Control

Support

Liaison/Link

Each supervision system can be analyzed on the relative
emphasisplaced on different cells. Wewill seethat the four models
presented hereafter, have indeed given a different role to the
supervision service.

Tools for monitoring the functioning of schools

To monitor the functioning and efficiency of schools, three
principal tools are available: (a) the external supervision service;
(b) the school’s internal evaluation; and (c) examinations and
assessment. Therelativeimportance of thesetools, their degree of
use, their objectives and characteristicsdiffer profoundly from one
model to another.

External supervision can be carried out by different actors,
but in general, comes under the responsibility of a department of
the Ministry of Education, or a more or less autonomous agency
linked to the same ministry.

148
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Internal evaluation of an institution often involves self-
evaluation, in which each member of staff examines his or her
performance and the members of staff evaluate the school as a
whole. It could be carried out by the school’s head teacher or
principal, in conjunction with the heads of departmentsfrom time
to time. At times, the community close to the school could be
involved. The school can initiate this process and follow the
guidelines devel oped autonomously by itsstaff. A different scenario
isonewhere self-evaluation isan obligation imposed on the school
by the ministry, in which case it will follow a precise procedure
devel oped by the ministry. The main objective could beto improve
the school or to provide an evaluation of its performance to an
external body.

A third tool is examinations and assessment. In a growing
number of countries, these are no longer used simply to select
studentsfor certification and further progress. Examination results
areincreasingly being used to judge the performance of each school
and to rank schools accordingly. These results are regularly made
availableto schools, together with the national and regiona average,
as a source of information and an encouragement to self-
improvement. In various countries, these results are also made
availabletothe public. Itishoped that thisleadsthem to put pressure
on schoolsor even that the public uses examination resultsto choose
schools, thus creating competition to be the best amongst schools.
However, in many, if not most countries, such choice does not exist
and what schools need is not more competition but collaboration.
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The accountability of schools and teachers

A third option concerns an answer to the guestion: To whom
areteachers held accountable? In thisregard, one may distinguish
between three types of accountability: contractual accountability,
professional accountability, and public accountability.

Contractual accountability. Teachersare held responsibleto
the person or the unit with which they entered into a contractual
relationship, their employer (in general the Ministry of Education),
represented at local level by a school director or by an inspector.
Teachers are seen as civil servants; as such, they form part of a
bureaucracy and are in a hierarchical relationship. The term
‘bureaucratic accountability’ is used from time to time as a
substitute.

Professional accountability. Teachers are viewed as
professionals. They belong to a professional community and are
thus accountabl e to this community and its code of ethics. In other
words, the teacher is responsible to the body to which he or she
belongs, and thus his or her colleagues exert control.

Public accountability. Teachers are seen as members of a
‘public service' and they are therefore accountable to the public,
or in other words, to the clients of the education system. Thereare
two possible interpretations of the term ‘client’, with different
implications. On the one hand, the students and parents of aspecific
school could be viewed astheimmediate clients of that school. The
teacher is accountable to the local community. Accountability is
then enforced through parent meetings or reports prepared for
limited distribution. On the other hand, theterm *clients’ could be
interpreted asthe public of the education systemin genera. Inthis
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instance, teachers and school s are held accountabl e to the general
public through the publication of examination resultsor supervision
reports, for example.

Each of the four models (below) offers its own response to
the issue of accountability and relies on a different mixture of the
three accountability types. Thisis strongly related to a country’s
context, involving amongst other things, opinions about the
professionalism of teachers, the effectiveness of the government’s
bureaucracy or the civil service and theinterests of parentsand the
community in education.

7.3 Four modelsin school supervision

The following section analyzes in more detail four models,
which we have named: (a) the classical supervision model; (b) the
central control model; (c) the close-to-school support model; and
(d) the school -site supervision mode.

We begin with a discussion of the role assigned to the
supervision service, its structure and some of its strong and weak
aspects. We then examine theimportance accorded to the different
monitoring tools as well as the concept of accountability that
underlieseach model.

The classical supervision model

The first model came about as a result of the adaptation of
the supervision service to the expansion of the education system
and to the deconcentration of the administration that accompanied
it. Supervision retainstheroleit wasfirst assigned: that is, to control
and provide support in pedagogical and administrative areas. In
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addition, coverageissupposed to be global: each school and teacher
has aright — or could be submitted — to supervision.

In order to undertake this ambitious mission, inspectorsfind
themselvesin all the echelonsof administration: at district level, in
general, they exercise control over primary schools and provide
support to teachers; at regional level, they have the sametasks, but
in secondary schools; at central level, their role might include an
evaluation of the evolution of the education system, such asthat of
the General Inspectorsin France or the Standards Control Unitin
Zimbabwe.

Table3.4 Thestructureof theclassical supervision model

Central level Central supervision Responsiblefor the elaboration of
service supervision policies, global planning,
training and system control

Regional level Regional supervision Responsiblefor supervision in secondary
office schooals, control of the devel opment of
educationintheregion

District level District inspectors Responsiblefor supervisionin primary
schools, control of education devel opment at
district level

Advisors and resource Advises primary- and secondary-school
centres teachers

School level Principal or head Informal supervision of teachers

teacher

This model can be called ‘classical’ because the essence of
the supervision exercise haslittle changed sinceits creation. Even
though there have been somereformsin response to some demands
of teachers —for example the creation of pedagogical advisers or
the demand for more transparency by announcing visits and
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systematic debriefing sessions — these innovative elements have
not profoundly modified the service.

This model was implanted in most developing countries,
particularly inthe previous British and French colonies. The United
Republic of Tanzania is a good example, among many others. A
supervision serviceinthe Ministry isresponsiblefor the definition
of policiesand training. Seven zond officesorganizethe supervision
in their zone, supervise secondary schools and supervise the
operation of the district office. The district offices, which are
expected to have nine primary school inspectors, undertake the
genuine school inspections. Alongside these inspectors, there are
resource centres that organize training sessions in schoolsand in
the centres. At alevel closest to the school are Ward Education
Officers. They wereoriginally in charge of supervising adult literacy
classes, but are now helping inspectors especially with the control
of school finances.

The two assets of this model are: (a) its global coverage (in
principle, al schoolshave an equal chance of being supervised and
noneis forgotten); and (b) its comprehensive role (the inspectors
accompany their control and eval uation with support and advice).
However, the model has a number of weaknesses. The most
important of theseisthat it iscostly, with itsmany officesand high
number of professional staff. In fact this model was originally
developed in countrieswhere the services of the state were effective
and well financed and was then, in some cases, implanted into an
amost totally different environment: aweak state without resources.
The model works best in countries that have a competent public
service, with civil servantswho are rather well paid.
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A number of developing countries have kept this model in
oneform or another, for example Cubaand Viet Nam. Thereasons
could bethe easy integration of itsbasic principle— an omnipresent
control —inasystemwheretheroleof thestateisviewed asessential,
and thefact that the deconcentration of the state’sadministrationis
accompanied and reinforced by the deconcentration of themachinery
of thesingle party.

Beyond the problem of resources and the issue of the state’'s
effectiveness, two other problemswill crop up:

1. Thefirstiswell known: supervision is characterized by role
conflicts, which stem from an ambiguous description of the
post, combining control and support, while covering
administration and pedagogy. In genera, administrative control
is given more importance to the detriment of pedagogical
support.

2. The second weakness is the cumbersome structure. The co-
ordination between thelevelsand amongst the different actors
is complex. The most worrying effect is that there is little
follow-up of recommendations arising from supervision visits.
The distance between the person who drafts the
recommendations and the one responsible for action islong
and not always very clear.

Inits pure form, this model places a strong emphasis on the
external supervision service, whichisthemost important monitoring
tool of the establishment. The internal evaluation of the school is
weak and examination results are used to inform the supervision
process, but play no further rolein controlling schools. The concept
of accountability, which underliesthismode, isclearly contractual
accountability: the teacher is accountable to his or her employer,
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the Ministry of Education, and is controlled by this body — by the
intermediary of ministerial agents, the body of inspectors.

However, it isimportant to emphasize that even though this
model remains the main inspiration in many countries, almost
everywherereformsare put in place, which aim at integrating other
tools in the monitoring process. The publication of examination
results and the preparation of school improvement plans are the
best-known exampl es; and these tool sreflect an accountability that
isnot purely contractual.

The central control model

The weaknesses of this ‘classical model’ were a source of
inspiration for reforms, which have led to the devel opment of what
wewill call the* central control’ model. Thismode! isbased onthe
following convictions:

e  Supervision should concentrate on one task: control. It is
harmful to ask supervisorsto combine support and control as
the conflicting rolesthat this entails rendersineffective their
interventionsin the two domains.

e  Theheavy bureaucracy that characterizesthe classical model
is not only expensive, it also prevents it from functioning
effectively: there aretoo many small officesand the different
levels lengthen the time between the supervision visit and
follow-up to itsrecommendations.

e External supervision cannot, on its own lead to school
improvement. Thisistheresponsibility of the actorsat school
level (the principal, the teachers, the board, the parent
association). But school inspection can be an incentiveto start
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internal school reform, by informing the school and the public
of the school’s progress and weaknesses.

The role of the supervision service is therefore simple: to
inspect each school from timeto time and to publish apublic report.
Such an inspection, and its report, examine all the aspects of the
school’s functioning and could be considered an ‘audit’. The
structure of thismodel, whichispresented in Table 3.5, reflectsits
role: astrong central control; few, if any supervisory actorsat lower
levels, while support is made avail able through private providers.

Table3.5 Thestructureof thecentral control model

Central level  Central Inspection  In charge of full inspection of all
Body (autonomous) schools, every 3, 4 or 5 years and
informing the public

Regional level No specific officers

District level No specific officers

School School board Supervision of school management
School Head teacher Regular supervision of teachers;

decides on the need to purchase
advice from private providers

Private Private providers Offer advice to schools and teachers
service upon their request

The supervision systems functioning in England and Wales
and in New Zealand exemplify the central control model. In these
countries, the new system isintrinsically linked to a more global
reform of the public service and the management of the education
system. The context of this reform was an economic crisis and
severe criticism of the public service—the public education system
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inparticular. Theinspection wasa so criticized: aheavy inefficient
bureaucracy, a derisory impact on school improvement, far too
conservative and individualist inspectors. These criticisms brought
about a profound restructuring of inspection. In New Zealand, a
very classical structurewas replaced with anindependent unit, the
Education Review Office, while local and regional offices were
abolished. Thisreview office hasamandate to inform the ministry
and the public of the effectiveness of the system and all its schools.

Each school isinspected every threeyears. During thesevisits, the
review officers do not offer formal support. Schools are expected
to use their own budgets to buy support (for example training
courses) offered by universitiesand other training institutions. The
report is a public document, which contains a summary that is
specifically addressed to the local community. Each school has a
Board of Trustees, an el ected administrative board, which recruits
the school principal and supervisesits management. Each school

must develop an evaluation system, through which the principal

and the senior staff assess the performance of the teaching body.

This model has certain evident assets:

1. Theroleof thesupervision serviceisrelatively uncomplicated
(though not without ambition): control the school in a
comprehensive manner. This control coversthe pedagogical
aspects, the administration and management. The inspector
or review officer is not confronted with conflicting roles
because he or sheis not supposed to offer advice.

2. Theorganization of theinspection serviceisalso simple. Due
to the fact that its sole task is to inspect schools every three
yearsor more, it is better for this body to be centralized than
dispersedin many small offices. Thedistribution of functions
isclear: theinspection controls, private service providersoffer
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advice, at therequest of the school. Thisavoidsrole overlaps
and the co-ordination between actors and services causesfewer
problems.

Inspection visits are meant to provoke schools to assume
responsibility for their own improvement through the
preparation of an action plan. This model therefore assigns
responsibility for improvement to those actorswho can make
thedifference.

However, these assets rapidly reach limits, particularly with

schools facing difficult circumstances. The following can be
mentioned as some of the weaknesses:

1.

Schoolsreceivetoo little support. Many teachersin England
and New Zealand complain that an incitement to improveis
far from sufficient if it is only accompanied by some
recommendations but without any help towards this process
of renewal. Successful schools of course do not suffer from
thislack of support. Schoolsin crisisare, however, left feeling
de-motivated after aprocessthat stressestheir weakness and
offersfew solutions.

The process putstoo much pressure on the schools, and above
al on their principals. Principals complain about excess
responsibility, because they are the last in line, have excess
work, especially administrative tasks, to the detriment of their
pedagogical role.

The inspection visit conditions the future of the school. A
critical report, especially if published, can create a vicious
cyclethat brings about the downfall of the school. Beforethe
visit, the preparation period is one of great anxiety, causing
conflict amongst teachersand in many caseskicksoff aprocess
that deteriorates more than improves.
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Thismodel can, in principle, function only through inspection
visitsand reports as a unique monitoring tool. In general, however,
the role of examinations and assessment tests is also being
strengthened; and the publication of results in league tables has
become probably the best-known and most controversial form of
intervention inthemonitoring systemin acountry such asthe United
Kingdom. Self-evaluation develops also, but mainly asastagein
the process of external inspection. It takes place before an inspection
visit and hastwo objectives: first, tofacilitate theinspection process
by gathering documentsand by preparing aninitial analysisof the
status of the school; second, to prime the school for this external
audit so that it comes out better. Indeed, quite a few schools use
this self-evaluation process as a rehearsal for the audit. In many
schools though, the obligation to prepare an internal evaluation
report beforethe visit has helped the school in developing aculture
of self-review.

Inthismodel, the school and the teachersare accountable, on
the onehand to their employer (the ministry), who controlsthrough
the regular inspections, and on the other hand, to the public. The
publication of inspection reports and examination results are
intended precisely to make the school feel directly responsible
towardsits ‘clients’ and to allow these clients to choose a school
and to put pressure on schools. Their conclusions are at the same
time used as advertisements by schools: praising quotes decorate
their websites and information brochures.

Other countries, such as Guyana or Maaysia, have adapted
certain elements of thismodel, particularly the institutional audit
carried out by aspecific corps of inspectors. These countrieshave
neverthel esskept aclassical supervision process, which concentrates
more on support than control. The objective of the audit is to
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reinforce the evaluation of schools, and to giveit aformal structure
and character. This allows for a more intensive use of the reports
of these audits, which however (in contrast to the situation in
England and Wales, for example) remain confidential.

The close-to-school support model

This third model has started off, as did the second model,
from a criticism on the classical model, but drew very different
conclusions. It is based on the following reasoning. The main
weakness of the classical model (and of the central inspection model)
isto consider all schools as rather similar units. The supervision
system can therefore treat all schools as equals and use the same
strategies towards all. However, schools have very different
characteristics: their environment, pupils, teachers, parents,
resources and so on are all specific to each school; and the
supervision system should take those diverse needsinto account.

Thisdiversification of the supervision strategy becomeseven
more necessary when we consider that the core role of the
supervision serviceisto assist the weakest schools, to offer them
advice and guidance on how to improve. With such a purpose in
mind, each school will need to betreated differently and supervision
will haveto adapt itself to the needs of each school. The drawback
of the ‘classical’ model is precisely that, by trying to cover all
schools without distinction, it fails to give due attention to those
schoolsmost in need of itsintervention. What those‘ weaker’ schools
need is not control alone, surely not a three-yearly audit, but
consistent pedagogical support and regular visits by support-
oriented supervisors.
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These points have implicationsfor the supervisory structure.
To enable supervisors to make regular visits, most are based as
closeto the schools as possible, while central and regional offices
no longer visit schools, but arein charge of policy-formulation and
of training. To avoid supervisors spending too much time on
administration, a specific cadre of administrative controllers is
created. To ensure that they focus on the schools most in need of
their support, a database identifies a limited number of schools
with which each supervisor hasto work. The structurein Table 3.6
isthusdevel oped.

Chile, following the return to democracy in the 1990s,
developed such asupervision system. The authoritarian regime of
General Pinochet had introduced aseriesof reforms, whichledtoa
more efficient system, but characterized by much deeper disparities.
For the incoming democratic government, addressing these
disparitieswasapriority. Education playsakey role: from acreator
of disparities, it should become a tool for more eguality. School
inspection, which under themilitary regime had been acontrol agent
of the state, was transformed in different ways: its name changed
from‘inspection’ to ‘technical-pedagogical supervison’ anditsrole
has becometo support the school sfacing challenging circumstances.
As such, it forms part of a much wider ‘compensatory program’
which, through the provision of variousresources, assiststhe poorest
schools. Thismodel hasthree strong points:

1. Thestructure istop-light, with by far most personnel in the
offices closest to schools. This makes it easy to undertake
regular visits.

2. Supervision isfreed from its administrative work overload,
and can therefore concentrate on its essential work, offering
support.

International Institute for Educational Planning http://www.unesco.org/iiep

161


http://www.unesco.org/iiep

School evaluation for quality improvement

3. Supervision becomesaflexible service, by adapting itself to
the characteristics of schools: effective schoolsareto alarge
extent left to get along on their own, while supervisors
concentrate on school s with the most needs.

Table3.6 Thestructureof theclose-to-school support

model
Central level  Central supervision Small team in charge of development
service of supervision policies
Regional level Regiona Small team in charge of training

supervision office  supervisory officers

District level  District supervision In charge of offering intensive and
officers development-oriented supervision to
those schools most in need

Administrative In charge of controlling especially the
controllers finances of all schools
School Head teacher Informal supervision of teachers

The following challenges might be encountered and have
indeed been preoccupationsin the case of Chile:

1. Supervision does not cover al schools. This will not be a
concern for the best performing schools, but there might bea
large group that is not sufficiently weak to benefit from
supervision and not sufficiently strong to function without
any support.

2. Setting up such a needs-based model demands a strong
database on the needs of schools, which goesbeyond asimple
leaguetable. Chile has such data, but few other countriesdo.
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3. The most intricate challenge resides in the need to change
the culture of the supervision service, from one of control
over alarge number of schools to support to a few selected
schools, from an authoritarian to a democratic and collegial
relationship.

In Chile, such acultural change was achieved, but not through
what could have beenthe easiest way —namely aradical replacement
of existing staff. The same staff was used, but to change its outl ook
and practice, several stepsweretaken, including training, new job
descriptions, taking away all control functions, and new working
tools.

Supervisionvisits, inthismodel, are an important monitoring
tool, but thereisaclose linkage between such external supervision
and the school’s self-evaluation. The supervisor, when in schoal,
works with the school’s staff on identifying its strengths and
weaknesses and on developing a school improvement plan.
Supervision thus becomes a stage in the process of school self-
evaluation and improvement, while in the preceding model the
school’sself-evaluationisaphasein the external inspection process.
In other words, inthismodel external supervision hel psthe school
undertakeitsown evaluation, whileinthe‘ central inspection’ model
self-evaluation helps the external inspectors to carry out their
inspection. Examinations play an important role, namely to allow
the ministry and the supervision service to know which schoolsto
focus on and to monitor the reduction of disparities. Their rolein
monitoring schoolsisthusvery different from the previous model,
where examination results are public information and parents use
them to choose a school.
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The close-to-school support model incorporatestwo concepts
of accountability. On the one hand, the contractual accountability:
the school staff is accountable to the supervisors, who are
representatives of their employer, the ministry. There is, on the
other hand, a strong aspect of professional accountability: the
involvement of the teaching staff in a self-evaluation and school
improvement processimpliesasense of responsibility towardsthe
colleagues. In the same way, the change of the supervisor from a
control-agent to a collegial adviser expresses a desire to instil a
sense of professional accountability.

The school-site supervision model

This model has not been developed in reaction to the
inefficiencies of the ‘classical’ model. It has existed in some
countries for a long time. These countries have the following
characteristics: great homogeneity, a society with few disparities,
well motivated teachers, public trust in their professionalism and
strong parental interest in education. The conviction existsthat the
teaching staff has the skills and professional conscience to
participatein self- and in peer-eval uation, without being supervised
from outside, and that thelocal community iswilling and competent
to exercise somecontrol over the school. Both groupsare sufficiently
close to the classroom to have a direct impact on the teaching
process. In such an environment, the teachers and the local
community might appear the best monitors of the quality and the
functioning of the school.

In other words, thereisno need for aformal supervision service
organized by the Ministry of Education. At the local level, there
are different scenarios. The self-evaluation can be very informal,
without much structure or organization, relying on the individual
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initiative of theteachers; or it can bethe responsibility of aspecific
structure such asaschool governing board, which can bein charge
of one or a few schools. While there is no externa supervision,
there are central-level tools to monitor the schools, such as
examination and test results and indicator systems.

In Finland, the external inspection service was abolished
in 1991. Inthesamevein, the strict national curriculum wasreplaced
in 1994 by amuch lighter framework. Schoolswere encouraged to
undertake their own evaluation, although no national strategy or
guidelines were devel oped on how to do so. The schoolstook that
initiative, many of them pushed into doing so by the municipality.
However, allowing schools so much autonomy in their evaluation
does not mean that the central government is not preoccupied with
the quality and functioning of schools. Their preoccupation is
expressed in at least two ways:

1. The ministry organized optional achievement tests, has
developed national performance indicators and proposes to
evaluation procedures that the municipal level can employ.
At the end of 2001, aproposal was made to set up aNational
Board of Education, which, among other things, would
evaluate the operations of educational institutions.

2. The abolition of the inspection service and of the national
curriculum was counterbalanced by the development of a
framework, with norms and indicatorsthat allow the ministry
to compare schools.

Table 3.7 shows the structure of this model, where all
supervisory actors are based at the school-site, at local level or in
the school.
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This model has two important assets. First, it puts a strong
emphasis on the role of the school, the teachers and the local
community in improving teaching and learning. Experience and
research has shown that for a school to change for the better in a
sustainable way, the commitment and commitment of the school -
site actors is a requirement. Quality cannot be imposed from the
outside. A second asset is the absence of a supervisory structure,
which has become aburden for the government in some countries.

Table 3.7 The structure of the school-site supervision

model
Central level No specific
supervision officers
No external school inspection as
Regiond level | No specific such, reliance on indicator systems,
supervision officers | examination and test results
District level No specific
supervision officers
Local level School board or In charge of supervision of the
council management of the school: the role of
the head teacher
Head teacher Regular supervision of teachers;
and senior staff decide on the need to ask advice from
School teacher training officers

All staff

Involved in school self-evaluation and
development of school improvement
plans
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There are several challenges:

1. Theabsenceof governmental controlsand support structures
may present problems for ‘weak’ schools that do not have
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the internal resources to start off or sustain improvement
processes. In many countries, such ‘weak’ schools are often
inthemajority. In such asituation, breaking down all external
supervision would be an abandonment of responsibility.

2. Thismode functionswell only if the absence of asupervisory
structure is balanced by other evaluation mechanisms, such
as examinations and tests and acomprehensive and regularly
updated indicator system, and agood normative framework.

3. Thereisaso arisk that national policy objectives will be
threatened if thereislittle external control over what goeson
in schoolsand in the classrooms. A country such as Finland,
characterized by great homogeneity and few disparities,
nevertheless had that preoccupation and after some years
started to tighten the regulatory framework. In multi-cultural
countries, thisissue might be much more serious.

It will have become clear that, in the absence of external
supervision, therole of the other two monitoring tools, examinations
and assessment and self-evaluation, have grown in importance.
Where these are functioning properly, it could be argued that
teachers might actually havelessautonomy intheir classroom than
inasystemwhererelianceis put mainly on an external supervision
system that is not functioning efficiently.

The school-site supervision model relies on acombination of
professional and public accountability. Teachers are held
accountable towards their colleagues, with al participating in a
self-evaluation process. Relying on teachers’ professional
accountability makes sense when there is trust in their
professionalism, and when efforts are made to develop teaching
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into an attractive career. There is also an element of public
accountability: parents and even pupils play arole in the school
evaluation process and exercise some control. Their involvement
isvery different from what the publicisexpected to doin the central
inspection model. They are meant to put pressureon ‘their’ school,
to motivate the whole school community toimprove rather than to
go andlook for the best possible school to send their kidsto. Parents
are considered in this school-site supervision model partners of
the school rather than clients.

7.4 Conclusion
Models are not realities

The description and analysis of the models above may have
giventheimpression that these four models are complete contrasts
and mutually exclusive. In reality, the differences are somewhat
less clear-cut and it is not evident to find these modelsin the real
world, for three reasons. First, the adoption of a new policy at
central level does not immediately imply its redlization at local
level. In other words, what happens precisely inthe schoolsand in
the classrooms surely is influenced by national policies, but also
by aset of formal and informal factors—including the relationships
between teachers, the principal’s leadership and the resources
available.

Secondly, countries that have adopted an extreme position
are at present shifting towards a more mixed one. The United
Kingdom, Chile and Finland all three are examples. Inthe United
Kingdom, OFSTED is now requesting its inspection teams not to
limit themselvesto controlling, but to give also some feedback and
advice to the teachers, whom they observe. In Chile, the ministry
feelsat present that its supervision system does not exercise enough
control and that there is a need to find a new balance between

International Institute for Educational Planning http://www.unesco.org/iiep


http://www.unesco.org/iiep

Selected seminar papers

support and control. In Finland, asthe preceding section noted, the
autonomy of schools in its evaluation is being tempered by the
strengthening of national frameworksand the setting up of anational
evaluation board.

Thirdly, in each model, the state continues to exercise its
regulatory and monitoring functions. Each putsin place a system
to evaluate and control schoolsand teachers. The strategies, actors
and tools used differ from one model to another, but nowhere has
the state given school s compl ete autonomy.

Thereisno ideal model

Such a comparison between models almost automatically
rai ses the question: which model isthe best? Which model should
countries follow? The answer is straightforward: there is no best
model. Education systemswith very different characteristics have
obtained equally good results. International studies that compare
education systems have shown that thereisno one single formula
that all systems should follow.

The search for an ideal single model is unproductive for at
least two reasons. First, the four models presented above assign
quite different objectives to the supervision service. These also
reflect different preoccupations. It istruethat thefinal objectiveis
the same for all four: the improvement of the schools and of the
education system. But behind that shared general objective, a
significant variety appears. The ‘classical model’ is preoccupied
above all with the respect of rules and regulations; its objectiveis
conformity to thoserules. The' central inspection model’ wantsto
develop a sense of public accountability in the school. It wants
schoolsand teachersto feel moredirectly responsiblefor the quality
of the education they offer, and it therefore allowsiits supervision
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reports to be made public. Its objective is not so much that all
schools conformto the central regulations, but that they respond to
parental demand. The close-to-school support model arguesthat a
system cannot be considered effective aslong asit ischaracterized
by strong disparities. Its objective is to help the weaker schools
catch up. The school-site supervision model aimsto develop aclose
and fruitful relationship between the different actors at the school
level: teachers, parents, students and the local community or the
local authorities. Such a relationship will engender a sense of
professiona and public accountability among teachers, aguarantee
for long-term improvement.

The second factor that renders acomparison between models
futileisthat the effectiveness of asupervision model depends, above
all, on its adaptation to the context of a country. Each model is
appropriate to a specific social and educational situation. Relying
strongly on school self-evaluation and parental involvement, asdoes
the school -site supervision model, makes sense when teachersare
strong professional s, parents show great commitment and thereare
few disparities between schools. Whereteachers are poorly trained
and motivated and where parents expresslittleinterest, an external
control system strengthened with some pedagogical advice, might
be much more appropriate.

The complicated exercise that each country hasto undertake
involvesreflecting on the strengths and weaknesses of itssupervision
system in order to identify, within the above-mentioned models,
those elements that could help enrich its present system so that it
becomesagenuinetool for quality improvement.
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Appendix
TheAsian Network of Training and Research
| nstitutionsin Educational Planning

(ANTRIEP)

The Asian Network of Training and Research Institutions in
Educational Planning (ANTRIEP), which currently bringstogether
twenty Asianingtitutions, offersan innovative answer to the question
of how to strengthen national capacitiesintraining and researchin
educational management. Without capacity-building, policiesand
programmes to improve the quality of education will have little
chanceof survival, let alone success. Initseight years of existence,
the ANTRIEP network has grown to be a concrete and creative
exampl e of South—South co-operation.

Why a network?

There has been an impressive acceleration in the demand for
training education planners and managers at different levels of
decision-making in recent years for two reasons: the gradual
expansion of educational management structures, and the trend
towards decentralization and school autonomy. Both have broadened
therange of actorsrequiring new management skills. In addition to
top-level decision-makersand planners, the new breed of managers
includes officersand administrators across ministerial departments,
right down the hierarchy to district and school levelsand the various
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partnersinvolvedin educationa development, including NGOs, local
community groups and even parents.

Building a critical mass of skilled managers at all levelsis
increasingly seen as a prerequisite for improving the functioning
of existing education systems, implementing the ambitious goals
of ‘Education for All’ and devel oping human resource targets set
by national governments. Thisin turnimpliesthe development of a
strong ingtitutional framework for training different categories of
personnel at national level.

In Asia, several institutions are involved in training and
researchin educational planning and management. Yet despitetheir
long-standing experiencein assisting their respective governments
to strengthen planning and management capacities, they had no
established mechanism for exchanging experiences amongst
themselvesfor alongtime. Asaresult, thelevel of communication
between these ingtitutionswas generally poor and many were eager
toincrease interaction and engage in co-operative activities.

Inorder to achievethisgoal, anetwork of national and regional
Asianinstitutionswas created in December 1995, with the support
of the International Institute for Educational Planning (I1EP). It
was considered that such anetwork would effectively harnessthe
capacity-building potential available within the region by
strengthening individual member institutionsand placingthemina
better position to respond to the training needs of their respective
countries.
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ANTRIEP sobjectives

The overal objective of the network is to create synergy
between the participating institutions to enable them to respond
better to the growing and increasingly diversified needs for skill
development in educational planning and management inthe Asian
region. More specifically, the network hasthefollowing operational
objectives:.

1. The regular exchange of technical information amongst
members about specific issues relating to capacity-building
in educational planning and management.

2. The continuous upgrading of knowledge and skills amongst
professional sin the participating institutions by learning from
each other’sexperience.

3. Theinstigation of co-operative research and training activities
in areas of common interest.

Member institutions and or ganizational modalities

The network is known as ANTRIEP (Asian Network of
Training and Research Institutions in Educational Planning). The
original thirteen member institutions have expanded to twenty from
ten countries. The network isopento al Asiantraining and research
ingtitutionsinvolved in educational planning and management. There
isno membership feeand current membersare encouraged to contact
other institutions that might be interested in participating.
Institutions from the same country are invited to set up national
networks.

One member organization is el ected by consensusduring the
annual meeting as the ‘focal point’. It assumes responsibility for

International Institute for Educational Planning http://www.unesco.org/iiep

179


http://www.unesco.org/iiep

Appendix

180

the publication of the Newsletter and the overall preparation of
the annual meeting, in co-operation with other members and
particularly with the host institution. At present, the Indian National
Institute for Educational Planning and Administration (NIEPA) is
acting as the ‘focal point’.

The chair of the network changes at each annual meeting:
the meeting’s host automatically becomes chairperson. In addition
to the hosting and presiding over the annual meeting, the chair
examines new applications for membership in consultation with
the‘focal point’.

Potential new members are requested to send a detailed
institutional profiletothe‘foca point’. If accepted for membership,
profilesare published inthe ANTRIEP Newsl etter. Membershipis
continuous as long as institutions take part in the network’s
activities.

IIEPis providing specia support until the network becomes
self-sustained and self-directed.

Activities
Networking revolves around four main activities:

Collaboration on themes of common interest

Member institutions collaborate on research and training
activities on themes of common interest, and several institutions
have signed memoranda of understanding on a bilateral basis. In
addition, several members have co-operated in an | EP sponsored
project ‘ Improving Teacher Supervision and Support Servicesfor
Basic Education’. The project has enabled member institutionsto
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enrichtheir training material sand strategiesin supervision. In 2003-
2004, a new research programme was undertaken, * Successful
School Management’, through aseries of case studies, it described
and analyzed the management interventions and the process of
change that have made specific schools ‘ successful’. Other joint
activitiesinclude the publication of anewd etter and the organization
of aregular policy seminar.

Exchange of information among member institutions

Most information isexchanged viathe ANTRIEP Newsdl etter,
published twice a year. It presents thematic, in-depth articles on
issuesof common interest, and news about activitiesin the member
institutions. Themes already tackled include decentralization,
teacher supervision and support, and policy reforms in primary
education. Research reports, training materials, course design
prototypes and other materials are also exchanged on a bilateral
basis. The ANTRIEP website, set up in 2003, is turning into an
interactive forum for exchange and discussion among members,
while being a source of information for outsiders.

Organization of a regular ANTRIEP members meeting and
policy seminar

This activity is crucial to the effective functioning of the
network. It enables professionals to learn from each other in a
systematic way, and facilitates the implementation of various
training and research activities. Each meeting lastsoneday, andis
preceded by a policy seminar on a central theme (chosen after
consultation at the previous meeting). Participantsin the seminar
include senior decision-makers from ministries of education and
regional and international experts. This allows ANTRIEP to
publicizeits research findings to an influential public. ANTRIEP
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has published the reports of the third and the fourth meetings, and
is preparing the fifth and sixth meeting reports.

Six seminars have so far been organized. The venue rotates

between members.

1

The first one, hosted in New Delhi by NIEPA in
December 1995, had as its theme ‘Decentralized
Management of Primary Education and Capacity-building’.
The second, organized in Seoul by the Korean Educational
Development Institutein May 1997, examined issuesrelated
to ‘' Improving Teacher Supervision and Support Services .
The third, hosted by the Sri Lanka National Institute of
Education, in December 1998, debated ‘ Improving School
Efficiency in aContext of Increasing School Autonomy’.
The Shanghai Institute for Human Resource Development
organized thefourth seminar, ‘ Improving School Management:
the Role of the Head Teacher’ (September 2000).

The fifth took place in Kuala Lumpur, in July 2002. The
Institut Aminuddin Baki was the local host. Its theme was:
“School evaluation for quality improvement’.

The sixth seminar, hosted by Innotech in Manila, the
Philippines, was entitled: ‘Improving school management:
learning from successful schools'.

Saff exchange programmes

Such staff exchanges, which are not yet systematically

organized, have taken different forms: short study visits;
collaboration between two or threeinstitutionson aspecific training
course; collaborative research. They enable staff to gain aninside
knowledge of another institution and country and to exchange and
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discuss research results and take part in each other’s training and
research activities. Eventually, member institutions could act as
nodal points for the respective countries in order to facilitate the
exchange of professionalsfrom abroader spectrum of organizations.

Resour ces

The continued success of the network requiresthe maobilization
of internal resources by each member institution and contributions
from external agencies. Each member provides support through
e.g. staff time or publications. The network’s launching was
supported by the United Nations Children’s Fund (UNICEF) and
Overseas Development Administration (ODA, now Department for
International Development, DfID). In addition, ANTRIEP has
received ass stance from the Norwegian Ministry of Foreign Affairs,
the European Commission, the World Bank, the Colombo Plan
Secretariat, ||EP and UNESCO.

List of current member institutions

BRAC (previously Bangladesh Rural Advancement Committee),
Dhaka, Bangladesh

Campaign for Popular Education (CAMPE), Dhaka,
Bangladesh

National Academy for Educational Management (NAEM),
Dhaka, Bangladesh

National Center for Education Development Research, Beijing,
People' s Republic of China
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Shanghai Institute of Human Resource Development (SIHRD),
Shanghai, People’s Republic of China

Centre for Multi-Disciplinary Development Research, CMDR,
Dharwad, Karnataka, India

National Council of Educational Research and Training
(NCERT), New Delhi, India

National Institute of Educational Planning and Administration
(NIEPA), New Delhi, India

Sate Institute of Educational Management and Training
(SIEMAT), Uttar Pradesh, India

Office for Educational and Cultural Research and
Development (Balitbang Dikbud), Jakarta, Indonesia

Korean Educational Development Institute (KEDI), Seoul,
Republic of Korea

Institut Aminuddin Baki, Pahang, Maaysia

National Centre for Educational Development (NCED),
Kathmandu, Nepal

Research Centre for Educational Innovation and Development
(CERID), Kathmandu, Nepal

Academy of Educational Planning and Management
(AEPAM), Islamabad, Pakistan

Aga Khan Educational Services (AKES), Karachi, Pakistan
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The Institute for Educational Development, Aga Khan
University (IED — AKU), Karachi, Pakistan

Centre for Professional Development in Educational
Management, National Institute of Education (NIE),
Maharagama, Sri Lanka

Regional Centre for Educational Innovation and Technology,
South East Asian Ministers of Education Organization
(SEAMEO, INNOTECH), Quezon City, the Philippines

International Institute for Educational Planning (I1EP),
UNESCO, Paris

ANTRIEP website

www.antriep.net
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I1EP publications and documents

Morethan 1,200 titles on all aspects of educational planning have been
published by the International Institute for Educational Planning. A
comprehensive catalogueisavailablein the following subject categories:

Educational planning and global issues
Generd studies— globd/developmentd issues
Adminigration and management of education
Decentraization — participation — distance education — school mapping
— teachers
Economics of education
Cogts and financing —employment —internationd co-operation
Quality of education
Evauation —innovation — supervison
Different levels of formal education
Primary to higher education
Alternative drategies for education
Lifdong education — non-formal education — disadvantaged groups

— gender education

Copies of the Catalogue may be obtained on request from:
I1EP, Communication and Publications Unit
info@iiep.unesco.org
Titles of new publications and abstracts may be consulted at the
following web site: www.unesco.org/iiep
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The International Institute for Educational Planning

Thelnternational Institute for Educational Planning (I1EP) isan international centre
for advanced training and research in the field of educational planning. It was established
by UNESCO in 1963 and is financed by UNESCO and by voluntary contributions from
Member States. In recent years the following Member States have provided voluntary
contributionsto the Institute: Denmark, Finland, Germany, Iceland, India, Ireland, Norway,
Sweden and Switzerland.

TheInstitute’'saim isto contribute to the development of education throughout the
world, by expanding both knowledge and the supply of competent professionals in the
field of educational planning. In thisendeavour the Institute co-operates with interested
training and research organizations in Member States. The Governing Board of the |1 EP,
which approves the Institute’s programme and budget, consists of a maximum of eight
elected members and four members designated by the United Nations Organization and
certain of its specialized agencies and institutes.

Chairperson:

Dato’ Asiah bt. Abu Samah (Malaysia)
Human Rights Commission of Malaysia, Menara Tun Razak, Jalan Ragja Laut, Kuala
Lumpur, Malaysia.

Designated Members:

Carlos Fortin
Assistant Secretary-General, United Nations Conference on Trade and Devel opment
(UNCTAD), Geneva, Switzerland.

Thelma Kay
Chief, Emerging Social Issues Division, United Nations Economic and Social
Commission for Asiaand the Pacific (UNESCAP), Bangkok, Thailand

Jean Louis Sarbib
Senior Vice-President for Africa, Human Development Network, World Bank,
Washington DC, USA.

Ester Zulberti
Chief, Extension, Education and Communication for Development, SDRE, FAO, Rome,
Italy.

Elected Members:

AZiza Benneni (Morocco)
Ambassador and Permanent Delegate of Morocco to UNESCO.
José Joaquin Brunner (Chile)
Director, Education Programme, Fundaci6n Chile, Santiago, Chile.
Takyiwaa Manuh (Ghana)
Director, Institute of African Studies, University of Ghana, Ghana.
Philippe Mehaut (France)
LEST-CNRS, Aix-en-Provence, France.
Teiichi Sato (Japan)
Ambassador Extraordinary and Plenipotentiary and Permanent Delegate of Japan to
UNESCO.
Tuomas Takala (Finland)
Professor, University of Tampere, Tampere, Finland.
Raymond E. Wanner (USA)
Senior Vice-President “ Americans for UNESCO”, Senior Adviser on UNESCO issues
to the United Nations Foundation, Washington DC, USA.

Inquiries about the Institute should be addressed to:
The Office of the Director, International Institute for Educational Planning,
7-9 rue Eugene Delacroix, 75116 Paris, France.
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