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CONTEXT01

Balochistan has made considerable efforts to enhance teacher professional development processes
through several completed and ongoing projects. While the efforts have been useful, more concerted
progress requires a comprehensive assessment of teacher professional development to inform effective
professional development taking various forms including academic supervision, mentoring, and peer
learning. The requirement for regular teachers’ need assessment as a basis for a comprehensive
teachers’ Continuous Programme is also highlighted in the Balochistan Education Sector Plan
(2020-2025), which recommends the use of a set of teacher competencies to identify as a basis for a
baseline study of teacher needs. The Sector plan also emphasizes the provision of school-based
academic mentoring and support to supplement the regular teachers’ professional development.

Traditionally, the provision of academic supervision and mentoring in elementary schools has been
the domain of Learning Coordinators (LCs) within the district. However, over the past two decades,
ambiguity regarding their role has led to a decline in the effectiveness of LCs. Instead, the focus has
shifted to administrative tasks like monitoring teacher attendance and facilities, neglecting classroom
learning processes. While presumably the principals and head teachers could step in to provide the
much-needed academic mentoring to teachers, the current cohort has never been prepared for an
academic mentoring role. Consequently, there is no effective Academic Supervision and Mentoring
Program (ASMP) t3o respond comprehensively to the requirements of the Balochistan Education Sector
Plan.

As such, there is an urgent need to develop an ASMP. Such an ASMP should build on existing
structures within the system, to identify and address the instructional improvement needs of all
schoolteachers at the primary and middle school levels. Identifying the need to provide systematic and
ongoing support to teachers at the school level, the School Education Department (SED), Balochistan,
aims to develop an ASMP that focuses on providing ongoing mentoring support to teachers at the school
level. The program is developed with the technical support of Global Partnership for Education (GPE),
and UNICEF.

This document provides an overview of the development of the Academic Mentoring and Supervision
Program (ASMP) and its key features. It provides the details of the ASMP which  include program design,
guidelines for the mentors to develop monthly schedules of their field visits, key roles of important
stakeholders, and guidelines on the use of data generated by the Classroom Observation Tool (COT)
at each level. Finally, the document provides a way forward  by outlining the key steps that should be
taken regularly to ensure iterative improvement of the ASMP.
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1 Effective teaching practices in primary school classrooms, Ezequiel Molinaa , Adelle Pushparatnamb, Sara
Rimm-Kaufmanc , and Keri Ka-Yee Wong (2018)

2 Classroom observation and mentoring programmes in countries like Nepal and Sierra Leone reviewed for this
work

The above context calls for an ASMP at the system level to ensure provision of support and necessary
resources to teachers thus enabling the latter to provide high-quality instruction to all learners. The
usefulness of such ASMP is amply supported by research. Studies suggest that the most effective
approach for enhancing teacher practices and, consequently, student learning is through providing
mentoring and feedback to teachers that is customized, hands-on, targeted, and continuous1. An
exemplary method that embodies these qualities is the individual mentoring model, wherein teachers
undergo frequent classroom assessments and receive personalized feedback accordingly. This can be
ensured through a program where the teachers are assigned to academic supervisors and mentors who
conduct regular structured observations and provide mentoring based on the findings of their
observations. The data from the observations can further be used at the system level to inform training
support provided to teachers’ PD and development of teaching and learning materials.

In line with these qualifiers, our team, in close coordination with the SED, has designed an ASMP
to ensure regular observation-based mentoring to all teachers. Under this ASMP, the mentors will use
a standardized classroom observation tool (COT) to observe classroom teaching and learning activities
and assess their quality in terms of a set of prioritized competencies. In this process, each mentor will
also collect data on the quality of teaching (as specified in the competency-based COT). The ASMP will
provide a mechanism to collect, collate, and process this data for use by decision-makers at all tiers of
the government. It will also be used to inform the development of the content of the teachers’ professional
development offered centrally by the Provincial Institute of Teacher Education (PITE). The
ASMP will also provide for the monitoring of the student's progress. It is expected that this data- driven
ASMP will foster a supportive learning environment characterized by cooperation and interactive
assistance, ultimately contributing to improvement in the learning outcomes of the students.

The first step in developing an observation-based ASMP was the identification of a prioritized set of
teaching practices to use for observation and support. Our team identified the teaching practices for the
COT through a process of thorough review of the National Performance Standards for Teachers (NPSTs),
a comparative review of the COTs and mentoring programs implemented in Khyber Pakhtunkhwa and
Punjab provinces of Pakistan and other countries with  similar contexts.2 We conducted consultative
workshops with the key stakeholders to finalize the prioritized practices identified through the
above-mentioned process. Once finalized, these practices laid the foundation for the development of
the COT, and subsequently, the ASMP, as described below.

Figure 1 illustrates the ASMP and the three key steps involved in its implementation. These are:

1. Step 1: Classroom Observation: Mentors use a structured COT informed by the prioritized teaching
practices and contextualized for use in Balochistan.

2. Step 2: Post-observation Mentoring: Using the findings of the observation, the mentors conduct
a 30-minute-long mentoring session where he/she provides feedback on key areas of improvement in
teaching practices identified through observation.

INTRODUCTION02
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3. Step 3: Professional Development: Conducted twice a month by the mentors, the PD session
ensures the exchange of knowledge and learning between mentors and the mentee teachers and
between the teachers in a given cluster of schools. It is important to note that each of the above steps
is interrelated and collectively contributes to the professional development of teachers.

Figure 1: Key steps of the mentoring program in Balochistan

● Conducted using a
structured and
contextualized tool

● Observations are
conducted by
Coaches/Head
teachers using tablets

● Post observation
mentor and Teacher sit
together.

● Discussion based on
observation data.
Identify 1 area of
improvement

● PD days are conducted
twice in a month and
are led by the mentors

● The findings from the
classroom
observations are
discussed

Aggregated
and made

available to
Mentors & key
stakeholders

Classroom Observations Mentoring after Observation Professional DevelopmentObservation
data

Cluster
level

report of
COT is

available

Teachers practice techniques identified in mentoring and
PD before the next observation
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For the development of the ASMP, the team considered the following guiding principles:

● Evidence-based: The program should ensure the use of evidence to provide narrow and structured
support to teachers at the school and cluster level.

● Reliance on local resources: Make use of existing resources in the system to ensure effective and
efficient implementation and sustainability in the long term.

● Clear delineation of roles and responsibilities: Assign clear roles to teachers, head teachers,
cluster heads, and other stakeholders involved in the implementation of the program. Further, leverage
the existing institutional setup of SED and its attached departments as well as the district staff of the
education department.

● Transparency and open access to data: Ensure that the data produced by the ASMP is available
for use at different tiers of the government and all other stakeholders engaged with the teachers’
professional development and support.

The following sections (3.1-3.4) provide an overview of the methodological steps undertaken to ensure
the design of the ASMP is fully aligned with the above guiding principles.

3.1  Review of the Context and Existing Landscape Relevant to Observation and Mentoring

The first step in the development of the ASMP was to conduct a detailed review of the education
landscape of Balochistan with an emphasis on understanding the current institutional mechanisms and
available human resources that could be utilized to ensure effective implementation of the ASMP. The
review was informed by the key documents, such as the Education Sector Plan (2020 2025), the
Education Sector Analysis conducted as part of the Education Sector Plan, the documentation on
Academic Supervision developed by the School Education Department (SED), and the analysis of
Education Standards conducted by the BEAC.

Further, a review of similar coaching-based mentoring and supervision programs being implemented
in other provinces of Pakistan was conducted. The review provided the following key lessons in designing
the ASMP in Balochistan:

● Contextualizing and simplifying COT is important for success. In Punjab and KP, the classroom
observation tool was contextualized to be shorter and easier to implement for all teachers. The coaching
program was designed with consideration of the available resources in the system.

● Technology can be a good enabler to support observation and mentoring. Through the digitization
of the observation tool, the process of collecting data becomes simplified. The digitization also makes
it easier to track and monitor the observations and school visits of mentors. Digitized COT is being used
in Punjab and KP along with other countries such as Nepal, Sierra Leone, and Mozambique.

● By making data available at different tiers of the system, the improvements (or lack thereof) can be
tracked and addressed. Data can be used both to monitor the implementation of the program and to
make key decisions regarding the design of the support and development of the materials to support
teachers. The key is to make data available at different levels of the education (cluster, district, division,
province) so the relevant stakeholders can make informed decision.

METHODOLOGY USED FOR THE
DEVELOPMENT OF ASMP03
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● It is important to develop support platforms and resources that teachers can use to drive
their learning beyond the support provided by the mentoring program. Developing these
platforms and resources reduces the dependency on the mentors to be solely responsible for
the growth and development of teachers. This can be as simple as setting up Whatsapp groups
among mentors to ensure the exchange of lessons learned or developing a repository of best
practices of the selected teacher competencies that mentors can provide as examples during
the mentoring sessions.

● Continuous training of mentors is the key to sustainability. While mentors are responsible
for driving improvement in the teaching practices of teachers mentors themselves must be
trained regularly to ensure they can provide quality support to teachers on an ongoing basis.
Refresher training of mentors should be organized at least on an annual basis.

● Costs can be reduced if existing resources and materials are used. One of the most
significant costs associated with teacher mentoring programs is the hiring of mentors. Therefore,
it is important both from a cost perspective and a sustainability perspective that the role of the
mentors is assigned to Human resources already present in the system. This role can be
assigned to head teachers or by selecting teachers who fit pre-defined criteria and exhibit good
teaching practices in their classrooms.

1.1  Stakeholder Consultations

During the development phase of the program, key stakeholders were consulted to
incorporate their perspectives into the program design. Stakeholder consultations at key stages
enabled the program team to not only gather the perspective of the decision-makers and
beneficiaries but also build a sense of ownership of the initiative within the system. The following
key stakeholders were consulted:

Workshops Agenda Participants

COT Validation Workshop To validate the key teaching
practices selected through a
process of review of NPSTs
and Observable Teacher
competencies

● 10 Male Head Teachers
and Teachers.

● 10 Female Head
Teachers and Teachers.

Program design and
Validation workshop

Review of Teacher
Competencies, COT, and
Mentoring process

Department Heads and
representatives from:

● SED
● BOC
● PITE
● BAEC
● DEOs
● UNICEF
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Figure 3 highlights the different levels of stakeholders that were consulted along with a summary of the
key points discussed with the stakeholders.

Figure 2: Key Stakeholders consulted for the design of the ASM program in Balochistan

The information gathered from the sessions played a critical role in the design of the program and
in defining the role of key stakeholders. Critical questions and points probed during the design workshop
for ASMP are summarized in Annexure A of this document with some of the key takeaways from the
sessions summarized below:

1. The COT in Balochistan should consist of 16 teaching practices that cover aspects of lesson planning,
lesson delivery, and classroom management.
2. The role of mentors in Balochistan should be assigned to cluster heads, head teachers/teachers
selected through a process of identification based on advertised TORs, and retired teachers in remote
areas.
3. Each mentor should dedicate 3 days in a month for observation + mentoring of the teachers assigned
to them and 2 days for PD of teachers.
4. The mentors should submit the results of observation to the cluster heads who shall digitize the data
and submit them to District Education Officers (DEOs). Data from each DEO shall be submitted to SED
through Divisional Directors.
5. The Director M&E at SED should oversee the program in the province.
6. SED should share data with PITE and other relevant departments.

1.1  Development of a Classroom Observation Tool (COT) Aligned with the Observable Teacher
Competencies

The first step towards designing need-based TPD programs is to develop system-level teacher
assessment tools that can be used to measure the pedagogical practices of teachers. By ensuring
system-level continuous observations, and linking the observations to Mentoring and repeated training,
positive results can be achieved in terms of improvements in teaching competencies.

We designed the COT after due consideration of global research and international best practices,
Pakistan’s national professional standards for teachers, and inputs from key stakeholders at all levels
of the system (province, district, cluster, school). The observation tool

Departments  Heads

Head Teachers

Teachers

Key points discussed:

● The indicators to add in the Classroom
Observation Tool (COT)

● Key areas of focus of CPD and Mentoring.
● Duration of each Mentoring Session.
● Structure of each Mentoring session.
● The frequency of observations and

Mentoring per month.
● Access to COT data at each level.
● Role of different stakeholders in the

Observation and Mentoring.
● Frequency of observations and mentoring.
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was developed by following a structured process of contextualization that involved inputs from different
sources highlighted in Figure 4. The process involved three key steps, as highlighted in the figure.

1. Mapping with Teaching Standards: A thorough review of the National Professional Teaching
Standards was conducted to identify observable teacher competencies. These competencies were then
further distilled into teaching practices identified for the observation tool.

2. Stakeholder Consultations: Detailed consultations were conducted with the heads of the key
departments of SED, Head Teachers, and Teachers to obtain and incorporate their views on the
alignment of the selected teaching practices with the priorities and needs of the system

3. International and National Best Practices: A review of the observation tools being used in other
provinces of Pakistan (Punjab, and KP) and also in other countries (Nepal, and Sierra Leone) with similar
context to Pakistan was conducted to ensure that earlier similar initiatives informed the development of
COT for Balochistan.

Figure 3: Key sources of information informing the development of COT

1.1  Defining Roles of Different Stakeholders

Classroom observations and mentoring require a specific skill set and dedicated human resources.
To ensure that the teachers get adequate support, it is pivotal that a cadre of human resources from
within the system is identified and designated to act both as observers and mentors for teachers. For
Balochistan, this cadre is identified by the application of specific criteria on the eligible resource pool
present in the system. The detailed TORs developed and advertised by the SED are attached as
Annexure B of this document.

The mentors’ core responsibility will be to observe teaching practices and readily provide
feedback/mentoring support to teachers. As mentioned previously, this will be an iterative and cyclical
process. Building on insights curated through regular classroom observations, mentors will lead PD
days twice a month for all teachers from schools under their supervision to address the most pressing
issues and challenges concerning their teaching practices. Section 4 of this document provides detailed
roles and responsibilities for key personnel tasked with supporting and implementing different elements
of ASMP.

Indicators for
Observation and

Mentoring

Stakeholder
Consultations

Mapping with
Teaching standards

International
best practices
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International best practices

1.1  Defining Roles of Different Stakeholders

Classroom observations and mentoring require a specific skill set and dedicated human resources.
To ensure that the teachers get adequate support, it is pivotal that a cadre of human resources from
within the system is identified and designated to act both as observers and mentors for teachers. For
Balochistan, this cadre is identified by the application of specific criteria on the eligible resource pool
present in the system. The detailed TORs developed and advertised by the SED are attached as
Annexure B of this document.

The mentors’ core responsibility will be to observe teaching practices and readily provide
feedback/mentoring support to teachers. As mentioned previously, this will be an iterative and cyclical
process. Building on insights curated through regular classroom observations, mentors will lead PD
days twice a month for all teachers from schools under their supervision to address the most pressing
issues and challenges concerning their teaching practices. Section 4 of this document pr vides detailed
roles and responsibilities for key personnel tasked with supporting and implementing different elements
of ASMP.
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ROLES AND RESPONSIBILITIES04

School Category Teachers Allocation Gender Mentor
Well-resourced high and
middle schools

Head teacher along with
senior teachers

Male
Female

Head teacher of respective
schools. Women head teachers
for girls schools. If not available,
then identified senior woman
teacher

Primary school accessible
from the cluster’s well-
resourced high/middle
school

A limited number of
teachers. Sometimes only
1 or 2.

Male
Female

Head teacher or senior teacher
from the central high or middle
school of the cluster.

Women mentors for girls'
schools.

Remote primary feeder
schools

A limited number of
teachers. Often just 1
teacher.

Male
Female

In instances where the remote
feeder primary schools are
inaccessible, retired senior
teachers from within the
community are selected as
observers and mentors against
nominal incentives.

Women mentors for girls'
schools.

The ASMP is designed such that it is implemented as per the current system of institutional setup
and governance of the SED by assigning roles and responsibilities to relevant stakeholders at every
level. The key is to create ownership at every level by not just assigning roles but also making sure that
data is collated and available to all the focal points at each level so they can support the implementation
of the program. Figure 5 defines the roles and responsibilities of different stakeholders at each level of
program implementation. The diagram also defines how the information and data will flow within the
system to ensure effective implementation of the program. The governance of the ASMP and flow of
information will be spearheaded at the provincial level by the Director M&E at SED who will oversee the
District Education Officers (DEOs) through the Divisional Directors (DDs). The DEOs will work closely
with the cluster heads and the mentors to ensure that support is provided to teachers at the classroom
level.

Given the contextual challenges and variations – most notably the number of teachers in schools,
human resource constraints, and remote locations with limited regular accessibility – a standard modality
for classroom observations and mentoring across the province is impractical. Therefore, the ASMP
design encourages adaptive planning to leverage existing system-level resources or cost-effective
alternates for efficient implementation. The ASMP design identifies different categories of schools by
level, gender, provision of teachers, and remote locations. For each of these categories, it identifies
human resources within the system that can be deployed as classroom observers and mentors
depending on contextual realities.  The following table provides a breakdown of factors that will determine
the identification of mentors for different categories of schools across the province.
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Based on the program design shared in figure 5, the key roles and responsibilities of all the key
stakeholders/departments are defined below:

4.1  Role of Policy, Planning and Implementation Unit (PPIU)

a. Ensure that adequate policy is in place for effective implementation of academic supervision
and teacher training program.

b. Ensure that adequate funds are available at execution level for the academic supervision and
teacher training program.

c. Ensure that academic supervision and teacher training activities are carried out as per approved
plan.

d. Conduct monitoring visits to the field.
e. Prepare inputs for presentation at LEG, JESR and other progress review meetings.

4.2  Role of Director Monitoring and Evaluation (M&E) at SED

a. Oversee the implementation of the program by ensuring that instructions are passed on to the
mentors through Divisional Directors (DDs) and District Education Officers (DEOs).

b. Ensure the availability of material to the mentors through proper budgeting and advocating for
the availability of resources to support the program implementation.

c. Conduct quarterly check-ins with the Divisional Directors on the status of implementation of the
program.

d. Oversee the collation of COT data at the provincial level and ensure monthly review of the data
and quarterly progress report to the Secretary SED.

e. Ensure the availability of the COT data to the director of PITE, BEAC, and other concerned
departments.

4.3  Role of Provincial Institute of Teacher Education (PITE)

a. Prepare Annual Teacher Training Plan.
b. Design and conduct training of Academic supervisors.
c. Design and undertake Teacher Performance Baseline in selected schools.
d. Design and formalize use of standardized & simplified tools for classroom observations,

reporting and teacher performance rating/monitoring.
e. Provide continuous technical backstopping to academic supervisors including use of ICT.
f. Undertake the monitoring and supervision of academic supervision process.
g. Design and provide TLM related material to academic supervisors to assist in their tasks.
h. Maintain and keep the Teacher Resource Centers, cluster training hubs and elementary colleges

fully equipped and resourced for use by academic supervisors and teachers.
i. Train mentors as master trainers to undertake professional development of teachers.
j. Collate all relevant information, analyze and prepare reports for internal and donor consumption.

4.4  Role of Divisional Directors

a. Oversee the implementation of the program at the divisional level through coordination with the
district officers.

b. Conduct monthly reviews of the project implementation with the DEOs.
c. Oversee the collation of COT data at the divisional level and ensure quarterly review of the data

and quarterly progress report to the Director M&E at SED.
d. Conduct monthly review meetings of COT data at the district level with the DEOs.
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4.5  Role of DEOs

a. Oversee the implementation of the program at the divisional level through coordination with
the district officers.

b. Conduct monthly reviews of the project implementation with the DEOs.
c. Oversee the collation of COT data at the divisional level and ensure quarterly review of the

data and quarterly progress report to the Director M&E at SED.
d. Conduct monthly review meetings of COT data at district level with the Cluster Heads.
e. Facilitate the Professional Development (PD) day sessions with the cluster heads every quarter

to ensure the exchange of ideas to better support mentors.

4.6  Role of Cluster Heads

a. The cluster heads will operate at the cluster level to provide support to Mentors and conduct
observations and mentoring in their schools.

b. Support Mentors through various mediums, including online, face-to-face interactions, and
mixed learning approaches.

c. Conduct quarterly reviews with mentors, either online or in person to follow up on the status
of observation and mentoring at the school level.

d. Collate all the data from the mentors enter in the set template and report to the district officer
every month.

e. Participate in quarterly PD days sessions at the district level.

4.7  Role of Academic Mentors and Supervisors

a. Conducting training of teachers on modules as and when instructed by PITE.
b. Conducting start-up meetings with the relevant stakeholders such as Head Teacher,
School Management Committee members including the teachers to orient them about the details

of Mentoring program.
c. Planning jointly about the Mentoring schedule with teachers.
d. Conducting monthly classroom observations of the teachers.
e. Providing pedagogical support to the mentee teachers through post-observation mentoring.
f. Collectively develop the agenda for the PD day in light of classroom observations and salient

teaching competencies and practices requiring greater focus.
g. Providing opportunities to the teachers to reflect and share their experiences.
h. Encouraging teachers to continue their professional development activities.

4.8  Role of Head Teacher

a. Assisting teachers in their professional development through Mentoring.
b. Permitting teachers to participate in the Mentoring program.
c. Observing the mentees' classroom performance and providing constructive feedback.

4.9  Role of Teachers

a. Attending start-up meetings with the Mentor.
b. Agreeing on the planned schedule.
c. Getting engaged in planned activities.
d. Performing and reflecting on his or her classroom activities and its impact on student's
performance.
e. Collaborating with other mentees and Mentor.
f. Participating actively in the Professional Development (PD) day activities.
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This section provides details regarding the different operational aspects of the ASMP. The section
will focus on the scheduling of visits conducted by mentors, protocols for observation, principles for
mentoring, and usage of data.

1.1  Scheduling of Visits for Observation and Mentoring

The first step to operationalizing the COT and implementing the mentoring model is to determine a
schedule of observation and mentoring visits for the mentors. The field implementation routines define
the number of schools the mentors should visit in a month, the number of observations, and the mentoring
sessions they should optimally carry out in a given time frame.
The following factors should be considered while scheduling visits by the mentors.

● Number of schools assigned to the mentor.
● The requirements for the mentors, which are as under:

– to dedicate three days in a month for observation + mentoring of teachers assigned to them.

– to conduct at least two observations in a given day of their visit to a school, followed each by a
Mentoring Session

– to cover all the schools in his/her cluster once a quarter.

– to conduct two Professional Development days per month for teachers in schools assigned to them
after the completion of classroom observations.

● Participation in the review meetings in their cluster. The frequency of the proposed meetings will be
decided in context, but we propose these to be held on a monthly basis.
In addition to the above factors, the the mentors must also consider the following requirements when
determining their visit schedule:
a. Mentors must be able to observe and provide feedback to all the teachers in a minimum of five

schools assigned to them.
b. Mentors must dedicate a minimum of three days in a month to conduct classroom observations in

the schools assigned to them.
c. Mentors should do develop a scheduling plan a month in advance for every month to allow time

for submission and approval by the cluster head before visiting the schools.
d. The scheduling over a quarter should ensure at least one visit to all schools under his span within

a given quarter.
e. The mentor will schedule the Professional development days after s/he has completed the days

allocated for the classroom observation.

1.2  Protocols for Selecting Schools and Teachers for Observation and Mentoring

Ideally, the observation and mentoring regime should ensure regular coverage of schools and
teachers. However, given Balochistan’s unique challenges of human resources deficits, financial
constraints, and inaccessibility of remote schools, a certain degree of flexibility is required to allow for
justifiable deviations from the norms provided in section 5.1 above.  However, the mentors should make
all possible efforts to ensure efficiency in scheduling the ASMP visits. The proposed design prioritises
mentors’ agency in decisions related to identification of schools, and the conduct of COT-based
observations, feedback to, and mentoring of teachers.

OPERATIONAL ASPECTS OF ASMP05
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the conduct of COT-based observations, feedback to, and mentoring of teachers. This will ensure greater
ownership and sustainability built into the system from the ground up.  Furthermore, the design also
incorporates necessary checks on the discretion of the mentors to ensure that the identification of
schools, observations, and feedback and mentoring are undertaken transparently with no preferences
or biases. These checks include the following:

● The mentor must ensure that at least two different teachers are observed on each day set
 for observation and mentoring.
● The mentor can observe two different teachers in a single school he/she is visiting or if it’s a

single-teacher school then scheduling should be done in a way that ensures visit to a second school
on the same day. As a rule, the mentors must carry out a minimum of two separate observations of
two different teachers on the same day.

● The same teacher should not be observed twice in a month.
● The mentor should document and submit the list of teachers observed in a given month to the cluster

head on a monthly basis.

1.1  Protocols to Conduct Observations and Mentoring

The observation of classrooms must be non-invasive and should have minimum disruptive effect on
teachers’ instructional practice and students’ work. The objective is to accurately reflect regular workings
of the classroom, which is only possible if the mentors remain passive and non-intervening observers.

Key considerations and guidelines for mentors before, during, and after conducting the observation are
provided below.

Before observation

The mentor should:
● ensure that all the supplies needed to conduct the observations are available.
● introduce himself/herself to the head teacher and teacher and explain the purpose of the visit. This

may not need to be repeated for every subsequent visit but must be done on the first visit to a school,
or in case of a change in school personnel.

● Seek teachers’ approval before starting the observation.

During Observation

The mentor should:
● sit at the back of the classroom, preferably at a place from where the entire class is visible, and
students’ view of the teacher is not blocked by the observer.
● ensure that his/her mobile phone is muted to prevent any undue distraction in the class.
● Begin the observation at the beginning of the lesson. Note: There is no cut off time for the observation
to begin. It must begin at the beginning of the lesson.
● treat all multi-grade classrooms as a single group for the purpose of observation.
● avoid, at all costs, interacting with students, checking their notebooks, and redirecting teachers or
students.

After Observation

The mentor should:
● thank the teacher after the observation is completed.
● avoid discussing scores with teachers in front of the students.
● conduct a short feedback/mentoring session with the observed teacher.
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1.1  Mentoring Principles

After the observation the mentor should conduct a mentoring session with the teacher based on the
observation. During the Mentoring session, the mentors should follow the below-mentioned principles:

1.  Only focus on one area of improvement (practice) at a time

It is recommended to focus on one practice per mentoring session.  This allows teachers to focus on
changing their instructional behaviour in that one area. Focusing on change in one area makes it more
likely for the teachers to effectively incorporate the feedback in their instructional practice. Following this
approach can also enhance the trust and value of mentoring for the teachers.

2  Provide concrete and specific feedback

When teachers get vague feedback, like “You need to engage students more,” it is difficult for them to
know what to do differently.  Instead, mentors must give them specific actions they can try.  For example,
“To engage students more, the mentors should ask them questions at the end of the read-aloud.”  This
is helpful feedback because it suggests a specific action that the teacher can take to change her practice.

3  Demonstrate during the mentoring sessions

Teachers need to see demonstrations of the suggested changes they are asked to make in their
instructional practice. The mentors must model the changes they are suggesting to teachers in their
mentoring sessions. This will help teachers understand the changes they must make to make their
teaching more effective.

1.2  Data Collection and Analysis

One of the challenges of implementing a system-level ASMP is ensuring observations are conducted
regularly, the data from the observations is assessed for quality, and the data is collated and fed back
into the system for use by stakeholders at different tiers of the government.

1.2.1 Key recommendations regarding digitization and data provision

The key recommendations for digitization of data in the ASMP in Balochistan are as under:

a. The COT should be digitized by developing an Android-based application that the mentors can
use to conduct observations. As the experience from other provinces suggest, a digitized COT will
allow for the incorporation of data quality checks, instant uploading onto a central online database,
and prevention of errors encountered during manual uploading of paper-based data.

b. The COT data should be collated at different levels and analyzed at the provincial level as
illustrated in Figure 6. The role of SED at the provincial level is to analyze data and then ensure that
the analysis at each level is shared with the relevant stakeholders to facilitate decision-making.
Figure 6 below highlights how data can be aggregated at different levels of the system. The tiers
defined in the figure are similar to the levels of the program implementation defined in Figure 5.

Figure 5: Different Tiers of COT data
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5.6  Compensation for the Mentors

To ensure the sustainability of the program it is suggested that a compensation model is
developed for the mentors based on the availability of resources at SED. The model can have
elements of a financial incentive and a non-financial incentive. The point of incentives was
discussed during the workshops and the following suggestions were made by the participants:

a. Mentors should be paid PKR 1000 for each day dedicated to school visits to conduct
observations, mentoring, and professional development days.

b. Mentors who can meet their annual targets of observing all teachers assigned to them,
and teachers who show improvement in teaching practices are appreciated in an annual
ceremony to appreciate mentors. The rewards can be both financial and non-financial.

Further, it is recommended that incentive structures of similar coaching/mentoring programs
implemented in other parts of Pakistan and other countries are studied and considered. Some
examples of such incentives are given below:

Punjab, Pakistan: Assistant Education Officers (AEOs) are hired as 16th-grade government
officers with a fixed monthly salary. The AEOs conduct monthly observations as part of their
TORs.

KPK, Pakistan: School Leaders (SLs) are hired as permanent staff (15-16th Grade) and
conduct observations as part of their TORs.

Nepal: Retired Teachers are hired to conduct monthly observations and mentoring of 10 schools
assigned to them in a period of 6 months. The teachers are paid a stipend of 5,000
Nepali Rupees per month for these 6 months.

Sierra Leone: School Quality Assurance Officers (SQAOs) are given motorbikes and are paid
monthly fuel costs for each school they visit.
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ASMP is designed to transform the instructional practices across Balochistan by providing ongoing
observation and mentoring service to teachers across Balochistan. Further, by ensuring the flow of data
up and down (vertically) and across the system (horizontally) throughout the education system, the
proposed ASMP model hopes to build ownership and trust on the system at different levels of the
government (cluster, district, province).

Given below is a brief description of next steps to finalise the ASMP:

1. A pilot will be conducted to test the following and to gather baseline data:

a. Use of the COT in the classrooms to carry out observations of lessons in at least six districts of
the province.

b. Use of the post-observation mentoring protocol by the mentors.
c. Collection and analysis of observation data. This data will be used as a baseline for further

improvements from it.

2. Based on the findings of the pilot, the COT and the mentoring protocol will be further updated and
finalized.

3. Present the finalized ASMP to the relevant stakeholders (this will include the stakeholders consulted
during the process of development) and seek their feedback on the program design.

Based on the outcome of the above steps, the the COT and the ASMP will be refined, finalized, and
ready for scaling across the province.

CONCLUSION AND WAY FORWARD06
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Annexure A

Agenda and prompts for the design workshop during

The design workshop included representatives from PPIU, the SED directorate for schools, PITE, and BAEC. For each design
session, group members worked together and present their suggestions followed by discussions and agreement. The key
prompts/questions for the session are presented below:

Discussion to determine adequate and practical frequency and scheduling of visits.

● How many mentors per cluster?

● Do we expect the mentors to visit all teachers in their area of responsibility in a given year?

● How many times should a teacher be visited by a mentor (in principle) each year?

● Should the frequency of visits vary by the level of school?

● What should be the basis for developing visit schedules?

● What can specific considerations be for visiting remote schools?

● Can technology be deployed for difficult-to-reach schools because of security and/or extreme
weather conditions?

Discussion identifies mentor activities and requisite support required

● Classroom observation; one-to-one teacher consultation and feedback; Pedagogical support

● Who are the mentors? Where are they coming from? How will their existing responsibilities
continue to be addressed?

● How can mentors be equipped with the necessary instructional, pedagogical, and content
knowledge to provide the necessary support

● What incentive structures should be in place to ensure continued participation of the
mentors?

● What support can be provided by the line department to the mentors and how?

Discussion to identify modalities to deploy COT

● How can COT implementation in the field be ensured and quality assured?

● Guidelines for storing the data and communicating it back into the system for analysis

Discussion to define data collection and analysis system and roles at corresponding tiers of the government

● How can a reliable system be established to collect data through mentors at the school level,
collate it, analyse and develop actionable insights?

● Is there a data system in place in Balochistan that can be leveraged for it?

● Should data collection at school level happen via tablets or paper-based forms?

● What are the key focal points who shall be responsible for:

– Collating data from observed schools

– Collating data at the cluster, and district levels

– Generating actionable insights to inform PITE’s professional development work

● How will PITE access synthesise data to inform CPD? Who will be the responsible focal point for this?

Discussion to determine the roles of mentors as well as relevant stakeholders at the district and provincial levels

● Defined role in observations.

● Clear outline of the role in providing tailored support and feedback to teachers after
observation

● Data collection, storge, collation, and reporting

● Data management at the cluster, and district levels and analysis at the provincial level
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Annexure B

Detailed Terms of Reference for Academic Supervisors and Mentors advertised by SED.
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The following section provides details of the activities with each step mentioned above.

Step 1: Expanding the Observable Teacher Competencies to Teaching Practices

Teaching Competencies were expanded into a set of observable teaching practices that the mentors
can use to observe lessons. The expansion of the Competencies followed the principles of practicality
and ensured that the observable practices were in line with contextual realities of the teaching practices
in Primary and Elementary schools of Balochistan.

Given below are both the standards and the observable indicators against each.

Competency 1: Teachers should demonstrate the ability to develop and implement well-structured lessons
by organizing curricular SLOs into a coherent teaching and learning sequence.

● C1.1: Teacher carries and follows a well-structured written lesson plan with clearly defined SLOs.

● C1.2: Teacher communicates clear SLOs at the beginning of/during the lesson.

Competency 2: Teachers should demonstrate the use of multiple strategies to respond to the learning
needs of students with a wide range of abilities.

● C2.1: The Teacher explains key concepts by using multiple representations.

● C2.2: The Teacher refers to students’ previous learning.

● C2.3: Teacher uses technology to enhance learning activities.

Competency 3: Teachers should be able to use assessment to inform/adjust their instructional approaches
to respond to student learning needs.

● C3.1: The Teacher assesses the learning of students by asking (Knowledge recall) questions.

● C3.2: The Teacher moves around the classroom to monitor progress and ensure student engagement.

● C3.3: The teacher provides specific feedback to students.

Step-1: Defining
observable teaching
competencies through
a review of NPTS

• The setting of practical teaching
competencies for Baluchistan
through a review of the NPTS

Step 2: Comparative
Review of Tools Used
in Other Regions of
Pakistan and beyond

Step 3: Iterative
Refinement and
Stakeholder Feedback

Compare global observation tools
such as Teach and the locally
used tools Punjab an KP as well
as any tools employed in other
countines with comparable
context to balochistan

Review of National Professional
Standards and define observable

teaching competencies

Understand key lessons from KP
and Punjab and other examples of
implementation of COI in similar

contexts

● Ensure that the tool is user-friendly,
accurate in capturing the nuances of
classroom dynamics, and effective in
providing actionable insights for
teacher improvement.

Annexure C
Teaching Competencies and Classroom Observation Tool
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● C3.4: The Teacher adjusts teaching to student levels.

Competency 4: The teacher uses strategies to create a positive child-friendly classroom
environment.

● C4.1: The Teacher uses positive discipline methods and treats all students equitably.

● C4.2: The Teacher demonstrates respect towards all students.

● C4.3: The Teacher maintains a supportive, print-rich learning environment with appropriate
resources.

Competency 5: The teacher selects and uses strategies that develop problem-solving skills and
critical and creative thinking.

● C5.1: Teacher develops higher-order skills (critical thinking, problem-solving, creative thinking)
by:
- Asking Why/How/If (or questions asking for justification/reasoning) questions.
- Facilitating discussion among students.

Competency 6: The Teacher manages the class so that time is used for teaching and learning
.
● C6.1: The Teacher's instructions about the tasks/activities are clear.

● C6.2: (Only for multi-grade) Teacher effectively manages multi-grade classes, ensuring
appropriate attention and instruction for all grade levels.

● C6.3: Students collaborate through peer interaction.
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