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1.1  Context

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 headteachers 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) to 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 UNICEF, funded by the Global Partnership
for Education (GPE) and co-funded by the European Union (EU).

1.2  Introduction to Academic Supervision and Mentoring Programme

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 continuous 1. 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, UNICEF, 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

1 Effective teaching practices in primary school classrooms, Ezequiel Molinaa , Adelle Pushparatnamb, Sara Rimm-Kaufmanc , and Keri Ka-Yee
Wong (2018)

01. Background
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1.3 Methodology used for development of Academic Supervision and Mentoring
Programme – from overarching standards to observable teacher competencies:

For the development of the ASMP, the following guiding principles were considered:

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

● 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

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. Stakeholders 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 Consultative workshops
with the key stakeholders were conducted 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.

3. Step 3: Professional Development: Conducted twice a month by the mentors (once each for primary
and higher levels), 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
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The contents of the NPST were subjected to observability criteria to narrowly identify the
elements that align with classroom observation. Table 1 below provides a summary of our
conclusions in this respect for each Standard defined in NPST (for detailed analysis the reader
is referred to Annexure A).

Observable Teacher
Competencies

Teaching Practices for Classroom
Observation Tool (COT)

Cluster based mentoring
and CPD

National Professional
Standards

● 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 provide an overview of the methodological steps undertaken to ensure the design
of the ASMP is fully aligned with the above guiding principles.

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

As shown in figure 2 below, the ten NPST were analysed in detail to distil observable teacher
competencies from them. These competencies were used to identify specific teaching practices for use
in a Classroom Observation Tool (COT). The practical application of these practices was aimed at
observing and improving teaching practices in the classroom. It is expected that the observed practices
will provide a basis for cluster-based mentoring and CPD and thus reinforce teaching quality and
effectiveness.

Figure 2:
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1.3.2 Identification of Competencies
Based on the above analysis, following teacher competencies were identified. As will be elaborated

subsequently, these competencies will provide a firm basis for the development of the COT.

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

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

Competency 3: Teachers use assessment to inform/adjust their instructional approaches to meet student
learning needs.

Competency 4: Teachers create a positive child-friendly classroom environment by using appropriate
strategies.

Competency 5: Teachers help the students develop problem-solving, critical thinking, and creativity.

Competency 6: Teachers manage the class in ways that maximize the use of available time for learning.

National Professional Standards Observability status
Standard-1: Subject Matter
Knowledge

Subject Matter is not advisable during classroom observation as such measured
through teachers’ content knowledge surveys instead of COT3. assessment
would largely depend on the subject matter expertise of the observers, which
may be uneven. Therefore, it should be measured through teachers’ content
knowledge surveys instead of COT3.

Standard -2: Human Growth and
Development

Human growth is defined as the overarching development of a teacher and their
ability to understand the development of children. The advisable metric of
measuring human development is not through a COT as it cannot be measured
during one lesson.

Standard 3: Knowledge of Islamic
ethical values /social life skills

Ethical and Social skills are translated into behaviours that teacher can exhibit
during a lesson such as treating students with respect, ensuring equality among
students during a lesson, and not being gender biased. Therefore, this
competency can be measured through a COT

Standard 4: Instructional
Planning and
Strategies

Instructional Planning can be seen through the availability of a lesson plan with
the teacher or observing the structure of the lesson to assess if the teacher has
a plan for the lesson in their head. Further, the implementation of different
strategies during the lesson can also be observed through a COT

Standard-5: Assessment Teachers can perform formative assessments during the lesson to check the
level of students understanding of the content and higher- order learning. This
can be observed during the lesson by teachers’ use of questions or giving
students tasks followed by feedback and adjustment in teaching. A teacher’s
competency to conduct an assessment during a lesson can be measured through
a COT.

Standard-6: Learning
Environment

The learning environment of the classroom is defined by the level of opportunity
the teacher gives to the students, the availability and use of learning material,
and the student's collaboration with each other during the lesson. This
competency of the teacher to develop a conducive learning environment can be
measured through a COT.

Standard 7: Knowledge and
Understanding

The teacher can develop the knowledge and understanding of students through
the use of different instructional strategies questions and tasks that develop and
test higher-order learning, these strategies are observable during a lesson and
therefore can be reflected through measurable teaching practices in the COT

Standard -8: Collaboration and
Partnership

A teacher's collaborations and partnerships are formed and can be observed
outside a classroom as during a lesson a teacher will be leading the class on
his/her own. Therefore, the COT cannot be used to measure this competency.

Standard -9: Continuous
Professional
Development

The CPD of the teacher includes activities that the teacher takes part in outside
the classroom. Therefore it is impossible to observe the CPD of the teacher
during a lesson and the COT is not the right tool to measure this competency.

Standard 10: Teaching English as
a
second/Foreign Language
(ESL/EFL)

As English is now the medium of instruction with the implementation of a Single
National Curriculum the use of English as a second language is irrelevant to
measure as it is no longer treated as a skill but rather as the official medium of
instruction.
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1.4  Developing a Classroom Observation Tool for Balochistan:

The COT is a structured tool to be used by mentors and academic supervisors during their visits to a
classroom to observe a teacher. The key step is to expand the standards into observable Teaching
practices that can be used to form a structured classroom observation tool (COT). The development of
the COT followed the following key steps as mentioned in figure 3:

Figure 3:

The following section provides details of the activities with each step mentioned above.
1.4.1 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.
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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.

1.4.2 Step 2: Comparative review of observation tools used in other regions

Classroom observation-based mentoring programmes are currently being implemented across other
provinces of Pakistan and also in other countries with education landscapes that can be compared to
Balochistan. Therefore, to ensure that lessons from implementation in other regions are taken into account
while developing the Balochistan-specific COT a thorough review of the COTs of other regions was
conducted. In the review primarily four tools were considered:

● Teach Tool: Developed by the World Bank in 2017 and implemented across different countries including
Pakistan.

● COT in KP: Used by School Leaders to conduct ongoing observations and provide support to teachers.

● COT in Punjab: Used by AEOs to conduct weekly observations of teachers and provide structured 1-1
Coaching.

● COT in Nepal: Developed by contextualizing the Teach tool to look at core teaching competencies and
provide support to newly inducted teachers.

The observation tools were reviewed to ensure that the observable teaching practices developed by
the expansion of the Teaching standards for Baluchistan were consistent with the teaching practices of
the observation tools used in other regions. Further, the review was conducted to develop a meaningful
sequence of teaching practices to ensure that the observer can use the tool easily in a classroom setting.
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Based on the exercise conducted in Step 1 and the review of the observation tools conducted in Step
2 a sequence of teaching practices was selected, and grouped into three major areas of teaching:
● Lesson Planning
● Teaching Practice
● Classroom Management and Organization

1.4.3 Step 3: Iterative Refinement and Stakeholder Feedback

The defined observable teacher competencies and teaching practices were discussed in a series of
consultative workshops with key stakeholders in the education system of Balochistan to ensure that they
rightfully reflect the context of the province and align with the priorities and perceptions of department

heads, development partners, head teachers, and teachers. The consultations were designed to achieve
the following core objectives:

● Understand perceptions regarding Classroom Observations and Coaching.
● Provide information regarding the objectives of mentoring and observation.
● Create buy-in at different levels.
● Understand existing the CPD models and contours of the proposed coaching programme.

To achieve these objectives, the following two workshops were conducted attended by a different set
of participants:

1.4.4 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.

Workshop 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

Programme 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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 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. Provincial Institute
of Teacher Education (PITE) will provide technical assistance in the implementation of mentoring
programme. PITE will train mentors, use data from classroom observations to inform the system about
areas where teachers need to improve and develop materials to support the continuous professional
development of teachers on monthly professional development days.

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.

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

Headteacher along with
senior teachers

Male
Female

Headteacher 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

Headteacher or senior teacher
from the central/cluster 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.
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2.  Teacher Performance Baseline

2.1  Background Information

UNICEF in Balochistan is helping the School Education Department (SED) develop and rollout a
comprehensive academic supervision and mentoring programme (ASMP) to provide regular observation-
based mentoring to teachers in primary and middle schools across the province. Under this programme,
a team of mentors has been recruited from among the existing teachers who expressed interest in taking
on the additional role to implement the programme in each district of Balochistan. The recruitment was
done through an interview process aligned with the terms of reference. Mentors will use a standardized
classroom observation tool (COT) (Annex 1), which has been developed in coordination with SED.
structured classroom observations based on the COT by mentors will assess the quality of teaching and
learning activities focusing on a set of prioritized competencies embedded in the COT. The mentors will
use these observations to provide feedback and support to the teachers. Apart from facilitating school-based
mentoring support for teachers, the programme is expected to provide a robust mechanism to collect,
collate, and process invaluable data from classrooms across the province for use by decision-makers at
all tiers of the government.

Following extensive deliberations and discussions in several meetings and workshops over the past
few months, the technical working group has completed the configuration and design of all elements of
the academic supervision and mentoring programme. These include the classroom observation tool (COT);
a scoring rubric accompanying the COT with guidelines for mentors; a package of roles and responsibilities
for focal persons at all levels of the government; data collection and reporting mechanisms; and linkages
between academic supervision and the system level professional development of teachers.

The next step was to test or pilot a prototype with additional support in select districts to assess the
feasibility of full-scale implementation of the programme. Additional support included designed for the pilot
included a detailed training workshop for identified mentors including sessions on administering the
classroom observation tool, followed by preparatory school visits before the pilot. While the data collection
and hosting platforms are being developed for the full scale rollout, UNICEF digitized the COT for the pilot
and organized an extensive working session to familiarize the mentors with how data was supposed to
be collected and reported through their smartphones. During the data collection process district education
officials and trainers provided remote support and quality assurance to address technical and logistical
challenges. The pilot rollout provided the opportunity to collect baseline data on teaching competencies
that can be tracked over time to demonstrate the impact of regular observation-based mentoring.

This document provides a report on the pilot and findings from classroom observations that shall form
the baseline for subsequent tracking over time. It provides details of the team’s planning and approach
for all elements of the pilot ranging from district-based implementation plans, capacity building for mentors
including quality assurance and remote support, and data collection and reporting protocols. It also provides
an overview of the sampling approach and limitations/challenges of leveraging existing resources within
the system. The analysis of the data generated through classroom observations is done to (i) provide a
cumulative snapshot indicative of the overall trends in the province; and (ii) provide district-based insights
that can be built upon in subsequent iterations of data collection. Finally, the report provides an overview
of the feedback from mentors over the course of the planning and pilot implementation in the form of
specific recommendations that can improve the quality of the full-scale rollout of the programme.

2.2  Approach and Implementation Arrangement

As noted above, the academic supervision and mentoring programme has been designed to leverage
existing opportunities within the education delivery and management system in Balochistan. While this is
essential for system wide adoption of the initiative and its sustainability, it requires careful planning and
support to utilize scarce human, technical, and financial resources within the system. Therefore, we
consulted with UNICEF and the SED teams to plan for each phase of the pilot and baseline data collection
for effective execution. This section provides the approach we deployed for each phase of implementation.
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2.2.1 Capacity building

The success and sustainability of this initiative rests on a well-resourced, and trained team of academic
supervisors and mentors. Balochistan Assessment and Examination Commission (BAEC) has recruited
existing teachers as academic supervisors and mentors across the province based on several criteria
deemed to align with their expected roles and responsibilities. The next step is to build on their existing
credentials and capabilities to focus on a clear understanding of classroom observations, mentoring
support, and data management. To facilitate pilot implementation and baseline data collection, we delivered
a four- day training workshop in Quetta for academic supervisors and mentors from eight districts identified
by the School Education Department (SED). The workshop was divided into several sessions focusing
on different aspects of classroom observation using the approved COT, rubric for scoring and accompanied
guidelines. The sessions relied on instructional classroom observation videos from other provinces to get
a better understanding of different elements of a complete observation. The final two days of the workshop
were dedicated to school visits within Quetta for participants to undertake classroom observations and
report data. For school visits, participants were divided into teams of two. Each team conducted
observations in two schools followed by detailed debrief sessions with our team of trainers. This activity
was developed to provide necessary exposure and practice and ensure consistency in interpretation and
implementation of the COT as well as the scoring rubric. The discussions and debrief following school
visits focused on ensuring a clear and shared understanding of the COT, and the rubric to ensure clarity
of roles, and reliability of data collection for the baseline.

2.2.2 Sampling

The sampling of schools for the pilot and baseline was completed after accounting for various controls
outlined by key stakeholders including the government These included the following:

● The study was undertaken in eight districts. These districts were identified during the design workshop
with all stakeholders based on several factors including accessibility, divisional bases, and availability of
human resource.
● 16 academic supervisors and mentors were trained for the pilot and baseline. The list of academic
supervisors and mentors was shared by SED from each of the eight districts.
● Based on UNICEF’s work with AKU-IED to conduct student ‘snap assessments’, we were advised to
conduct fifteen observations per district.
● Parity was required in the number of boys and girls schools in the pilot and baseline, along with a ratio
of roughly 70:30 between primary and middle/beyond schools.
● UNICEF also provided the list of clusters where the trained academic supervisors and mentors were
from, as well as the name of their parent school where they are employed as teachers.
● We were advised to keep observations in parent schools of the academic supervisors and mentors
(schools where they are employed as teachers) to a minimum in case it was required for any of the
academic supervisors and mentors.

Based on the above, we adopted the following approach to sample schools and classes for the baseline
study. Firstly, we identified clusters for each academic supervisor and mentor and identified them in the
EMIS master list of all schools. Once we had the list of schools in the master list marked for corresponding
mentor, we went on to identify schools.

Ensuring parity between boys’ and girls’ schools in the sample was helped in large part by having
male and female mentors pre-assigned to boys’ and girls’ schools respectively. Additionally, we prioritised
primary classroom observations to ensure a ratio of around 70:30 for primary: middle/beyond. To mitigate
challenges of mobility and accessibility, we tried to minimize the number of different schools to which each
mentor needed to travel. We accomplished this by increasing the number of schools for instances where
school populations were very small and would not merit multiple class observations. Finally, we also
ensured that academic supervisors and mentors would at most only have one observation at their own
school – to avoid inherent bias and working relationships with colleagues at the same school. In other
cases, wherever possible, we tried to avoid having a mentor do the observations at their own school. Each
of these steps helped us arrive at the final sample of 63 schools and a total of one hundred and twenty-one
observations across eight districts. The final sample included the following information:
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● Academic supervisor/mentor name and details.
● Cluster name and code.
● School name and code.
● Union Council.
● Number of primary and middle/high observations.
● Number of observations per class.

2.2.3 Remote support, coordination, and quality assurance

The sample was finalized in coordination with the UNICEF team and inputs from the SED. Based on
the details included in the sample, district level implementation plans were developed with support from
district education officials. To facilitate coordination between CE, the UNICEF team in Quetta, and
academic supervisors and mentors in respective districts, a WhatsApp coordination forum was developed
with active participation from all stakeholders. CE trainers were assigned to lead daily, remote debriefs
for quality assurance and redressal of challenges posed by academic supervisors and mentors on the
coordination forum. Based on this, we developed daily implementation reports shared with the UNICEF
team to track progress and seek logistical support through UNICEF supported district teams. For example
accessibility issues in Naseerabad and non-functional schools in Gwadar. The process ensured that
emerging challenges were quickly dealt with to ensure timely completion implementation.

2.2.4 Data collection and reporting

UNICEF plans to support SED in developing a structured system of data collection, analysis, and
reporting in the subsequent phase of the programme. For the pilot and baseline, UNICEF digitized the
COT and transferred it to academic supervisors’ and mentors’ smartphones. We organized a working
session to help familiarize all academic supervisors and mentors with the digital tool. The data collected
through the digital form was automatically synched at the backend when internet was available. As a
backup, all academic supervisors and mentors also collected data on paper-based forms that were
collected by district education officials.

2.2.5 Limitations

The findings from this study should be considered as indicative of underlying trends in classroom
teaching practices across districts and the province that can be tracked over time. It should however be
noted that the academic supervisors and mentors who collected this data have not undertaken similar
work before. While we have attempted to bridge the capacity gaps through a rigorous four-day training
workshop in Quetta and continued support and quality assurance, the observations and reporting practices
will improve and refine over time with more experience. We should expect improvements in teaching
practices in the classroom on one hand, and improvements in academic supervisors’ ability to robustly
observe classrooms, collect and report data on the other.

Another limitation of the study concerns the sample. The sample was designed purposively to account for
several factors (noted above), and logistical limitations beyond our control. While this affects the statistical
robustness of the findings, we hope the findings will provide the necessary insights indicating underlying
challenges and gaps in teaching practices in the classrooms across the province.
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3.   Findings
3.1 Sample overview

Based on the sampling approach outlined in section 2.2, our baseline data was collected from 63
schools in eight districts through 121 classroom observations. 61 of these observations were in boys
schools, and 60 in girls schools ensuring complete gender parity. 72 percent of all observations were
conducted in primary classes (88), whereas 28 percent (33) were conducted in middle, high levels. Table
1 provides district wise distribution of the observations.

Table 1: Distribution of observations by districts

3.2  Findings for different competencies

As outlined in section 1, the COT is structured into three broad prioritized competencies for teachers.
These include:

● Planning.
● Teaching practice.
● Classroom management and organization.

Each of the three competencies are then subdivided into observable items for which each teacher is
graded. To strike the right balance between the rigour of observations, and ability of the observers to
undertake the task – the scaling includes three levels at which the teacher can be graded for each: Low,
Medium, High. For quantitative aggregated analysis numeric values of 1,2, and 3 are attached Low,
Medium, and High.

3.2.1  Planning
The competency includes two items.

1. Teacher carries and follows a well-structured written lesson plan.

District No. of
mentors

No. of
observations

No. of
observations

of girls’
classes

No. of
observations

of boys’
classes

No. of
primary class
observations

No. of
middle/high

class
observations

No. of
multigrade

observations

Gwadar 2 14 7 7 9 5 0

Kalat 2 16 7 9 12 4 0

Loralai 2 15 5 10 10 5 0

Naseerabad 2 15 11 4 11 4 0

Noshki 2 15 7 8 13 2 5

Quetta 2 15 7 8 14 1 0

Zhob 2 16 9 7 9 7 0

Ziarat 2 15 7 8 10 5 1
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Most teachers (64 percent) did not carry and follow a structured lesson plan. 31 percent of teachers
observed did not carry a lesson plan but their lessons were well structured and they demonstrated
good preparation. Only five percent of all teachers observed carried the lesson plan and followed it
during the lesson.

Figure 1

2. Teacher communicates clear SLOs at the beginning or during the lesson.

Unlike the first item, data shows that though many teachers did not carry and follow a structured
lesson plan, many did in fact communicate SLOs to students at the start of during the lessons. 60
percent teachers scored medium on this item indicating they communicated (states and/or writes) a
broad SLO or lesson objective/topic. It can also be that the objective/topic was not clearly stated and/or
written but by looking at lesson activities the observer could tell what the objective of the topic of the
lesson was.

Figure 2

64

31

5

Proportion of teachers that carry and follow a written lesson plan

Low Medium High

26

60

13

Proportion of teachers who communicate SLOs to students

Low Medium High
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The composite numerical average for the competency of planning is only 55 percent, indicating a
gap in teachers’ practice of carrying and following the lesson plan, and clearly communicating
objectives of the lessons to the students – albeit to a lesser extent. 65 percent of all teachers score
50 percent or less on the competency of planning using composite numerical scores.

The average composite score in girls classes is 53 percent compared to 57 percent for boys
classes. Similarly, the average score for primary classes is 52 percent compared to 62 percent for
middle and high classes.

3.2.2  Teaching practice
This competency includes 11 items:

1. The teacher explains key concepts by using multiple representations.

A significant proportion – 40 percent of teachers – scored low on this item. This indicates that many
teachers tend to explain content only using one form of representation. 47 percent scored medium
indicating they generally use a combination of two forms of representations – e.g., oral communication
accompanied with written explanation on the board. 12 percent of teachers were observed to use
three or more forms of representations to better explain the content they were teaching.

Figure 3

2. The teacher ensures student participation.

Most of the teachers observed demonstrated some elements to encourage student participation
and ranked medium. 64 percent of the teachers observed encouraged student participation by making
general statements, comments and questions. 21 percent of teachers observed scored high. These
teachers tried to ensure that all students are involved in class participation by identifying children who
are quiet and including them. 15 percent teachers marked low did not make any effort to encourage
or ensure student participation.

40

47

12

Proportion of teachers who explained key
concepts using multiple representation

Low Medium High



18

Figure 4

3. The teacher refers to students’ previous learning.

Most teachers observed (52 percent) did not try to connect what they were teaching to what has
been taught before in previous lesson(s) of the same subject, or any other subject. 36 percent of the
teachers did make some connections with prior lessons, but these were unclear and difficult to
understand. Only 12 percent of the teachers observed meaningfully connected what they were teaching
with prior learning of students from previous lessons.

Figure 5

4. The teacher assesses the learning of students by asking knowledge recall questions or
assigning tasks

Forty two percent of teachers observed did not assess student learning at all. 45 percent of teachers
rated medium assessed learning of some students (less than half) by asking knowledge recall
questions and giving appropriate tasks. 13 percent teachers rated high engaged with most of the
students through questions and tasks to assess their levels of learning.

15
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21

Proportion of teachers that ensure student
participation

Low Medium High
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Figure 6

5. The teacher moves around the classroom to monitor progress and ensure student are
engaged.

The observation data shows that 32 percent of teachers did not make any effort to monitor students
while they were working independently or in groups. 44 percent of the teachers monitored some
students to check their understanding. 24 percent of teachers were graded high. These teachers
monitored most students in the class by moving around the classroom to periodically check their
understanding of the content taught to them.

Figure 7
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Proportion of teachers that assess student learning

Low Medium High

32
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24

Proportion of teachers who move around the classroom to monitor
progress and ensure student engagement

Low Medium High
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6. The teacher provides specific feedback.

Most teachers observed were graded medium for this item (52 percent). Teachers graded as medium
provided students with general comments/prompts that were not very detailed or specific about student
misunderstandings. However, 33 percent of observed teachers did not provide any comments, guiding
prompts to students or unhelpful evaluative comments. 15 percent of the teachers did provide students
with specific comments/prompts containing substantive information to help clarify students’
misunderstandings.

Figure 8

7. Teacher adjusts teaching to the students’ level

Half of teachers observed did not make the effort to adjust their teaching based on the level of students’
understanding. Another 43 percent of teachers made some adjustments, but these were either brief
or unclear. Only seven percent of teachers were observed to make substantial adjustments to give
students opportunities to learn the concepts they missed. This could include presenting information
in different ways to help students grasp key concepts. It could also mean assigning more challenging
tasks to students who already had an advanced understanding.

Figure 9
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8. The teacher’s instructions about the tasks/activities are clear

Most teachers observed scored medium on this item meaning their instructions about tasks and
activities for students were somewhat clear but not specific or precise. 20 percent of teachers gave
clear and precise instructions to students with clear expectations and a time assigned for the
activity/task. 18 percent teachers either did not provide any instructions or their instructions were
unclear.

Figure 10

9. Teacher develops higher order skills (critical thinking, problem-solving, creative thinking)
by asking Why/How/If (or questions asking for justification/reasoning) questions.

Almost 70 percent of the teachers observed did not ask any why/how/if questions or assigned any
task to students that would require them to answer such questions. 26 percent of teachers asked just
one why/how/if question – and moved on if one or two students responded without checking to see if
the rest of the class understood. Very few teachers asked two or more why/how/if questions or gave
tasks to students that required justification or reasoning to develop and sharpen their higher order
skills.

Figure 11
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Low Medium High
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10.     Teacher develops higher order skills (critical thinking, problem-solving, creative thinking)
by facilitating discussions among students.

An even higher proportion of teachers (74 percent) did not facilitate classroom discussions. A few
teachers facilitated discussions among students to some extent by encouraging students to agree or
disagree with what one student has said based on reasoning.

Figure 12

11.   Teacher uses technology to enhance learning activities.

Virtually all the teachers observed did not use technology to present and explain the content. In addition
to teachers’ capacities of deploying and utilizing technology, the challenge is the scarcity of resources
within the system to ensure better access to technology enabled solutions for teachers.

Figure 13

The composite numerical average for the competency of Teaching Practice is 55 percent. Some
of the problem areas identified through data include developing higher order skills among students,
assessing students learning and adapting teaching style to that, and referring to students’ learning in
previous lessons. 65 percent of all teachers scored 60 percent or less on the competency of Teaching
Practice using composite numerical scores. The average composite score in girls classes is 51 percent
compared to 59 percent for boys classes indicating a substantial difference. Similarly average score
for primary classes was 54 percent compared to 56 percent for middle and high classes.
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3.2.3  Classroom management and organization
This competency includes five items. The fifth item is designed only for multigrade classrooms.

1. The teacher uses positive discipline methods.

Most teachers observed were rated medium on this item. Teachers rated medium made simple and
neutral statements when disciplining students and refrained from using provocative or exclusionary
words or actions. 40 percent of teachers were found to be in the high category. These teachers used
positive words when disciplining  students and explain to them what they are doing wrong and why
they shouldn’t do it. Seven percent of the teachers however scored low and used negative words
and/or tone when disciplining  students.

Figure 14

2. The teacher demonstrates respect and tolerance towards all students in interactions.

Most teachers did not insult students verbally or physically. 55 percent of the teachers however also
did not show any clear signs of respect or politeness to the students. 39 percent of the teachers showed
respect towards students by, for example, addressing students by their names, saying please and/or
thank you. Seven percent of the teachers did not treat all students with respect and were insulting or
demeaning towards them.

Figure 15
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3. The teacher maintains a supportive, print-rich learning environment with appropriate
resources.

74 percent of all teachers observed were marked low on this item. These teachers did not have
supportive learning materials to facilitate student learning. 25 percent of the teachers had supportive
learning materials that were displayed and visible in the classroom. Only two percent of the teachers
observed had supportive learning materials and they integrated them into their lessons by referring
to them at relevant times.

Figure 16

4. Students collaborate with one another through peer interactions.

In 40 percent of the classroom observations students did not collaborate with one another or they
displayed negative behaviours when any peer interactions took place. In 40 percent of the cases,
there was some collaboration and interaction between students, with isolated incidents or negative
behaviour. In only 11 percent of cases, students collaborated with one another to perform tasks with
no displays of negative behaviour towards each other.

Figure 17
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5. Teacher effectively manages multi-grade classes, ensuring appropriate attention and
instruction for all grade levels

Three out of the six observations in multigrade settings show that teachers were unable to effectively
manage classes by ensuring appropriate attention and instruction for all grade levels.

Figure 18

The composite numerical average for the competency of Classroom Management and organization
is 63 percent. Availability of learning materials utilized to facilitate learning among students is an area
most teachers struggled with. Observations showed that many teachers found it difficult to facilitate
collaborations and interactions among students to facilitate peer learning. 55 percent of all teachers
scored 60 percent or less on the competency of Classroom Management and Organization using
composite numerical scores.

The average composite score in girls classes is 58 percent compared to 68 percent for boys classes
indicating a substantial difference. Similarly average score for primary classes as well as middle and
high classes is 63 percent.

3.3  Aggregated findings
Adding composite numerical scores for each competency gives us the total numerical score for each
observation. Based on these calculations, the average total numerical score per observation is 57
percent. The total numerical score for 62 percent of all teachers observed is 60 percent or less. Figure
19 shows variation in total numerical percentage scores across 8 districts where observations were
conducted. The scores range from 49 percent in Quetta to 65 percent in Loralai. It should however
be noted that the findings should not be used to draw definitive conclusions especially at the district
level owing to the size and nature of the sampling outlined in section 2.2.
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Figure 19

Figure 20 captures variation in the numerical scores for each of the 3 competencies across the 8
districts.

Figure 20
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4.   Recommendations from the field
Our team liaised closely with the academic supervisors throughout the process of the pilot and

baseline data collection, starting with the training workshop organized in Quetta. We provided remote
support to the academic supervisors and helped with coordination and quality assurance. Despite
initial hurdles, including permission delays and logistical challenges, the pilot and baseline data
collection demonstrated adaptability and commitment on part of the government and academic
supervisors. Consistent daily observations by academic supervisors, support from district education
offices, along with debriefing sessions, ensured timely resolution of issues. Based on several debriefing
and coordination sessions we have aggregated some recommendations for SED and UNICEF that
can help inform gradual improvements in the implementation of the academic supervision and
mentoring system.

1. Streamline permission process from district administrations to visit schools for
observations

It will be important to address hurdles related to permission delays by ensuring that the Directorate
of Schools is in coordination with district authorities to provide prompt and necessary approvals.

2. Planning and logistical support

Academic supervisors would benefit from clarity of what support they can and should expect from
the department to carry out observations. This includes issues of mobility and transportation, clear
communication regarding monetary incentives, and clarity of roles to efficiently divide their time
between other tasks and observations, and mentoring. It also includes access to necessary hardware
(tablets, smartphones) and training for timely and reliable data collection.

3. Feedback mechanism

It will be useful to establish a structured feedback mechanism for academic supervisors at the
system level. Support from UNICEF to the Directorate could help institute feedback and oversight
routines for relevant personnel to ensure regular feedback loops identifying challenges faced by
academic supervisors in the field. This recommendation will be incorporated in the ASMP design
document to streamline oversight and support for academic supervisors and mentors from the system.

4. Feedback to schools and head teachers

It will be important to establish structured pathways for feedback between academic supervisors
and head teachers at the school level. This will be essential in mapping out academic supervision
support, challenges across varying individual contexts, redressal approaches, and progress made.
Leveraging the periodic PD Days at the cluster level could be a starting point for this. Directorate
working closely with PITE will not only facilitate the structuring of the PD days but also jointly explore
ways for insights and learnings from classroom observations to inform ongoing CPD initiatives. This
recommendation relates to the coordination piece in the ASMP design document especially between
the Directorate and PITE around PD days. The design document will be revised to include this
recommendation clearly to ensure strategic guidance to facilitate necessary coordination.

The next step in incorporating the above recommendations would be to solidify planning around
the academic supervision and mentoring programme developed in consultation with the SED. This
can be done by focusing on roles and responsibilities at each tier of government and issuing clear,
and concise directives from the Director Monitoring and Evaluation to relevant personnel at each tier.
Subsequently, the Directorate, with support from UNICEF, should spearhead the development of data
collection modalities for the province-wide rollout and a reporting dashboard for continued oversight
at the provincial, district, cluster, and school levels. Finally, it is important to build on the initial training
of identified academic supervisors to develop a highly trained group of master trainers that will train
all academic supervisors and mentors on classroom observation and mentoring of teachers.
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