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Effectiveness of Head Teacher Training:
Developing Leadership in Schools

(This article is prepared by Prof. Dr. Basu Dev Kafle, Dr. Rojnath Pande and Shalikram
Bhusal for NCED)

Abstract

Training on leadership development of head teachers has been put into an integrated form to make
the training more relevant and effective. As this integrated training is in practice for more than
three years, it is now time to have appropriate feedback through an evaluative study like the present
one. This study therefore seeks to assess the relevance and effectiveness of the integrated form
of Head teacher leadership development training in terms of the change to be brought in school
management and leadership so as to establish school as a learning institution. The research has
also indicated that two modes have been used to deliver the knowledge and skills of Head teachers
in relation to school leadership and management. The training is affected by both contributing as
well as hindering factors, so responsible authorities should enhance the presence of contributing
factors and minimize the occurrence of hindering factors to strengthen the effectiveness of ILDT.
Nevertheless, knowledge and skills related to teacher management, SIP formation, preparing
operational calendar, pedagogical intervention, monitoring, evaluation and mentoring, financial
resource management, which are obtained from the training, are transferred into the work place.
Despite having such positive impacts, there are some gray areas that need to be fulfilled to maximize
the effectiveness of the training.

Introduction

The study of effectiveness of Head teacher’s Integrated Leadership Development Training is an effort to
answer questions raised by the School Sector Reform Plan in relation to effective school management.
Head-teacher's training is expected to germinate the leadership potentials of the head teachers and help
them release their capacity to have good governance of school for quality education. It is expected that
effective training of the head teacher can contribute to transform a school into a well functioning social
institution. Training on leadership development of head teachers has been put into an integrated form
to make the training more relevant and effective. As this integrated training is in practice for more than
three years, it is now time to have appropriate feedback through an evaluative study like the present
one. This study therefore seeks to assess the relevance and effectiveness of the integrated form of Head
teacher leadership development training in terms of the change to be brought in school management and
leadership so as to establish school as a learning institution.

Objectives

This study was carried out mainly to assess the effectiveness of Head teacher training program with
reference to the development of integrated school leadership in order to outline its contribution to different
aspects of quality education at the school level. The specific objectives of the study were:

I To review the head teacher training policy and program in the light of the current integrated
leadership development training for the head teachers.

To assess the expected and performed roles of head teachers in relation to the training received.
To identify contributing and hindering factors of effectiveness of head teacher training.

To evaluate the effectiveness of head teacher training program in terms of coverage, adequacy
and appropriateness of the contents, delivery of the training, improved school environment and
transfer of training in school leadership and management.
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5. To recommend practical measures to maximize the effectiveness of head teacher training on
school leadership.

Literature Review

School leadership development in Nepal has followed the course along with the development of education.
This study has conducted review of school leadership in global perspective, review of different policies
and empirical reviews. This study has made an attempt to review the available literature in the contexts
of the development of School leadership across the national and regional situations.

Conceptual Framework

The study has adopted the following conceptual framework based on the review of innovative practices
and ways out based on the cross-cutting edge, process and input of integrated leadership development
in order to enhance the quality of education. The framework covers various aspects of the study for
providing innovative strategic modality for the development of school level professional leadership.

Conceptual Framework: Study on Effectiveness of ILDT

Conceptual Framework: Study on Effectiveness of ILDT

Policy provisions on early grade education
improvement, good governance and
information flow management system '\
_ I
Need Status of HT training environment strategy
Assessment MCED, LRCs, Teachers, Head teacher, & &Ways for
others (DOE, DEO, SMC) improvemen
t methods
¢ measures)
Effects
Changes-trends occurred (inputs flow,

regularity, participation, involvement,
motivation, supervision, evaluation,
participation, social inclusion and information
flow for innovative activities)

o Encouragement to community active
participation in basic education
improvement

o Ewaluation of the role and function of
SMC, HT, DEQ, RPs,PTA, local authority,
line ies and co ity

Methodology

Eight research questions were formulated, considering the above objectives, to represent different focal
areas of the Integrated Head teacher training program. To answer these questions, the study used the
mixed-method research design combining both quantitative and qualitative aspects of research for
analyzing the information collated from different sources.

Research Design

The basic focus of this study was to make an inquiry into the Study on Effectiveness of Head Teacher
Training. This study was based on entirely qualitative methods for collecting and analyzing the data.
Qualitative research is used to gain insight into people’s attitudes, behaviors, value systems, concern
motivations, aspirations, culture or lifestyles. Qualitative data were collated simultaneously by considering
the objectives of the study. Research team has also used direct narrations or quotations of the respondents
to draw the essence of reality regarding head teacher training with the help of qualitative data. The three
most common qualitative methods are participant observation, in-depth interviews, and focus group
discussions. As mentioned before, sample districts, ETCs/LRCs, head teachers, SMC and PTA members,
District Education Officers, and training package designers as well as policy and program related to head
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teacher training were taken as the prominent units of analysis.
Sampling

Four districts namely, Morang, Kathmandu, Kaski and Dadeldhura, representing four developmental
regions, excluding the mid-western, were selected by using connivance sampling method in consultation
with the technical committee of NCED. In addition, two schools each, both well performing and moderate
performing, were chosen from each district along with all the head teachers of these schools. Three
Educational Training Centres and one Leading Resource Centre were also chosen from four developmental
regions to observe the delivery of the Head teacher training in the training centres followed by their
interview. Along with these, sixteen SMC and PTA members were selected in equal number representing
all sample schools. Four district education officers, one each from four sample districts, were chosen by
using purposive sampling method. Finally, a thematic group discussion was held with the head teacher
training package developers/experts and other policy level officials at the central level for their feed back
to the integrated training package.

Considering the nature of the sample of the study, clear information was gathered through the review of
related documents, training centre observation form, interview protocol, school environment checking
scale, and thematic group discussion guidelines.

An orientation program was conducted to the field team members to clarify data collection process by
providing them clear cut guidelines to be followed to administer the tools in the field. Intensive data
were gathered by considering the purpose of the study, and a central level workshop was organized by
inviting persons directly related to head teacher leadership training after the field visit for their input to the
research. In addition, both qualitative and quantitative techniques were used to analyze the information
collated from different sources. The quantitative data were analyzed with the help of simple statistics such
as charts, figures and diagrams. Qualitative data were analyzed by using the thematic approach of analysis
and stating narrations of the informants.

Summary of Findings

Head teacher training program has contributed to prepare school leaders indicating that trained
Head teachers are associated with school success by cultivating shared vision and practices, leading
instructional improvement, developing organizational capacity, and managing change. The head teachers
who participated in the preparation and professional development programs were better prepared, holding
more positive attitudes, and engaging in more effective practices compared to their untrained peers. The
trained Head teachers felt prepared to create a collaborative learning organization, plan professional
development, use and mobilize available resources, use data to monitor school progress, engage staff
in decision making, lead change efforts, engage in planning for improvement, redesign their schools to
enhance teaching and learning, and engage in continuous learning. The ILDT trained HTs attributed
their confidence and preparedness to their experiences and were more likely to discharge their duties
being prepared than those who were not trained. Furthermore, the trained Head teachers would hold
positive beliefs and feel strongly committed to the cool leadership. They were more likely to plan to
stay in their jobs, despite the fact that their schools served more low - income students and experienced
more challenges. They also reported spending more time on instructionally focused activities that are
associated with stronger school performance, including tasks like building a professional learning
community among staff, evaluating and providing feedback to teachers, and using data to monitor school
progress. It is worth noting that the effects were more pronounced for those who had experienced more
training programs and learning opportunities.

The ILDT study found that three features characterized NECDs’ efforts to institutionalize Ht training

initiative:

I. A learning continuum operating systematically from leadership preparation through induction and
throughout the career, involving qualified HTs in mentoring others;
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2. Leadership development grounded in practice , including analyses of classroom practice,
supervision, and professional development using on- the-job observations connected to readings
and discussions and organized around a model of leadership; and

3. Collegial learning networks, such as head teachers’ networks, study groups, and mentoring or peer
coaching, that offer communities of practice and sources of ongoing support for problem solving.

The HTs participated much more frequently in professional development activities as peer observations
and visits to other schools, participation in head teachers’ networks and conferences, and participation in
professional development activities with teachers. Nearly all the community schools in sampled districts
engaged HTs in guided walkthroughs of schools to look at particular practices in classrooms and consider
how to evaluate and improve learning and teaching.

At the local level, study found that some districts had developed working guidelines to support recruitment
of prospective HTs and provide strong internship placements. All four of the sampled districts had
developed pathways into preparation for candidates they identified as worth recruiting into the headship.
Most of the schools studied had begun to create some infrastructure for ongoing professional development
for student friendly environment by supporting HTs to develop professional development on an ongoing
basis.  Despite these examples of promising practices, no sampled districts had yet assembled all
the elements of a high quality, financially stable system for recruiting, preparing, and supporting the
development of school leaders. Furthermore, based on national policy, relatively few schools across
the country have regular opportunities for the kinds of support they find most useful to improving their
practice, such as mentoring, peer observations, and to share meaningful leadership practices.

The ILDT has contributed to some aspects of school leadership development of the head teacher as
reflected through:

1. Motivating school teachers and staffs toward the goOals of the school.
2. Reducing conflicts among staffs, teachers, community members, SMC and PTA members
3. Decision making under common consciousness

4. Establishment of VDC examination committee

5. Contributing to formation Village Educational Plan

6. Introducing democratic and participatory teaching style in the schools
7. Ensuring regularity of teachers

8. Time management

9. Formation of house and child club

10. Provision of subject teacher

11. Extra class for weak students

12. Formation of ECA in charge and examination committee

13.  Subject wise teacher meeting

14. Weekly meeting of teachers

15. Circulation of meeting agendas, and meeting schedule

16.  Formation of subject wise departments

17. Organization of teachers professional development programs

18.  Use of email and internet facility

19.  Adequate provision of teacher guide , teacher manual and reference books
20. Management of accessible library to all students

21.  Applying concept of Leader and Feeder schools

22.  Arrangement of daily, weekly and monthly magazine/ reading materials
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Major Key Findings
The key findings of the study are summarily stated as follows:
Policy Provision and Practice

Findings of the study reveal that teacher development policy guideline has made provision of selecting
head teacher as an academic administrative person under contractual basis but only 25% head teachers
were working under contractual basis with the rest working on permanent basis with the expected
qualification.

The policy has clearly stated that any teacher claiming for Headship should submit SDP to be selected as
a head teacher but in practice none of the sample head teachers had submitted SDP to take the headship of
the school. Similarly, potential senior teachers are expected to take management and leadership training
to work as head teacher of a school but it was found that only 50% Head teachers had taken the training
before holding the headship of the school.

All the Head teachers were found qualified as per the policy provision since 25% of them had bachelor’s
degree and 75% had masters' level qualification.

Policy has indicated that teachers should have management and leadership training to be a head teacher of
a school but it was found that only 50% Head-teachers had taken the training before holding the headship
of the school.

Most of the head teachers benefited from the ILDT training in terms of developing managerial capabilities
such as preparing SDP, setting vision and mission of the school plan, formation of SMC/PTA, preparing
operational calendar, coordinating with local agencies for the betterment of school, conduction of
SMC/PTA meetings.

The ILDT training had contributed to a great extent to develop leadership skills of head teachers such as
motivating teachers, managing conflict at school, applying participatory approach for decision making,
allocating available resources, ensuring teachers’ regularity.

The ILDT training was found effective, to a moderate extent, to develop school as a learning institution
since the Head teachers had formed subject wise departments, started to use e-mail and internet for
academic purpose, conducted frequent discussion on academic problem and made available reference as
well as other reading materials.

Face to face mode of the training was found more effective and useful in comparison to the project based
mode. However, the duration of face to face mode was found to be short to deliver the intended training
contents.

Availability of both face to face and project based modes, preparing SDP, contents related to leadership
and management skills, participatory delivery techniques, evaluation and feedback system were taken as
the contributing factors to enhance the effectiveness of the Head teacher training.

Limited time for face to face mode of training, unavailability of technical support during the project based
mode of training, irregularity of the participants, limited number of project works, inadequately prepared
trainers, and limited resource in ETCs/LRCs were the hindering factors to minimize the effectiveness of
the training. However, the coverage and adequacy of the training content was found good as the content
had helped to address areas related to leadership, planning, administration, management and resource
mobilization skills of the head teacher.

Effectiveness of Integrated Leadership Development Training

ILDT was found effective to head teachers of both levels because both levels of head teachers are expected
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to play more or less similar administrative roles, and the school level demands trained head teachers for
both the primary and secondary levels. In this regard, primary level Head teachers, for instance, would
benefit from secondary level Head teacher training by learning something new from the upper level
administration and the secondary level Head teachers would get a chance to get a feel of lower level
administration if the training has the common contents.

Roster trainers were found more efficient than the trainers developed through TOT. As a result, the
trainings provided by trainers produced from TOT were seen to be less effective for delivering the training
contents as compared to their counterparts-roster trainers.

Some contradictions were observed between ETCs/LRCs and DEOs in terms of their monitoring role for
the training. DEO officials emphasized that ETCs/LRCs should monitor the effectiveness of the training
since they provide training to the Head teachers but most of the ETCs/LRCs representatives reported that
DEO should play this monitoring role because the training is conducted under its control.

Face to face mode of the training was found more effective and useful in comparison to the project based
mode due to the lack of frequent monitoring and technical support during the project based mode to the
Head teachers. However, the duration of face to face mode was found slightly short to deliver the training
contents. The evaluation system of the training was found very effective, though.

Contributing and Hindering Factors of Training

Availability of face to face as well as project based modes, preparing SDP, contents related to leadership
and management skills, participatory delivery techniques used by the trainers, competitive feelings,
regular evaluation and feedback system were taken as contributing factors to enhance effectiveness of
the training.

Limited time of face to face mode, unavailability of technical support in the project based mode,
irregularity of participants, limited number of project works, incompetent trainers, and limited resource
in ETCs/LRCs were found as the hindering factors that minimized the effectiveness of training.

Coverage and Adequacy of Training Content

The coverage of the content was found satisfactory to the extent that the prescribed content has
adequately included areas of school management as leadership, planning, administration, management
and resource mobilization knowledge and skills of Head teacher. However, contents related to ICT and
current educational practices were not adequately covered indicating addition of contents in these areas
for further betterment of the training package.

Adequacy of contents in areas related to life skills, financial management and leadership development is
distinctly noticed from their breadth point of view rather than from their depth point of view. Depth of
content in these areas is therefore a priority.

Content Delivery Process

Four stages were used to deliver training contents where delivery process begins with preparation of
SDP, conducting training session, carrying out project (preparing individual action plan- IAP) and finally
ending with an interaction of Individual Action Plan.

Knowledge and skills, delivered from different modes in the training, were transferred in some core area
of school management such as teacher management, SIP formulation, preparation of operational calendar,
pedagogical intervention, monitoring, evaluation and mentoring, financial resource management,
formation and mobilization of SMC/PTA, collaboration with local level stakeholders, and social auditing.

Conclusion

The world is rapidly changing owing to the impact of science and technology. With the change of time,
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there are tremendous changes in the arena of knowledge, teaching and learning process, leadership and
management of an institution, and the like. Due to these facts, the knowledge and skills learned once are
not useful and valid for all the time. In this regard, training is considered as a stepping-stone to make
human resources up to date in rapidly changing arena of knowledge. Considering these things, NCED
has introduced Integrated Leadership Development Training for five years to the public school Head
teachers to establish school as a learning institution by developing leadership and management skills
in them. The research has revealed that there is consistency between Head teachers training policy and
practice except some contradictions in terms of recruiting Head teachers especially in the area of their job
tenure and preparing SDP. The trained Head teachers performed their expected role to a greater extent
as intended by the training program. Almost all the contents subsumed within the training package are
appropriate in terms of coverage and adequacy. However, some contents — ICT education, current trends
in education for examples — need to be encompassed within the package to enhance training’s adequacy
and efficiency. The research has also indicated that two modes have been used to deliver the knowledge
and skills of Head teachers in relation to school leadership and management. Though, face to face mode
is more effective in the comparison of project based mode because participants receive opportunities to
share their ideas among others and learn something new through interaction with their peers. Number
of project work therefore should be increased within project based mode to enhance its effectiveness.
The training is affected by both contributing as well as hindering factors, so responsible authorities
should enhance the presence of contributing factors and minimize the occurrence of hindering factors to
strengthen the effectiveness of ILDT. Nevertheless, knowledge and skills related to teacher management,
SIP formation, preparing operational calendar, pedagogical intervention, monitoring, evaluation and
mentoring, financial resource management, which are obtained from the training, are transferred into the
work place. Despite having such positive impacts, there are some gray areas that need to be fulfilled to
maximize the effectiveness of the training.

Recommendations

The following measures are recommended to address the effectiveness of head teacher training in terms of
ILDT. These recommendations are stated in terms of action to be undertaken by the different stakeholders.

1 Policy provisions (preparing SDP, requirement of HT training, permanency) need to be improved
on practical basis or implemented effectively in relation to head teacher’s recruitment;

2 Sufficient orientation need to be made before launching any changes in training package. Training
delivery was, to some extent, conducted in segregation neglecting policy provisions. It is therefore
recommended to provide training in integrated form;

3 Clear guidelines should be given in terms of monitoring role of authorized agencies. For example,
monitoring role should be played by either DEO or NCED in terms of ILDT;

Trainers should be selected from the rosters rather than on TOT basis;

5 Contents related to ICT, motivation, current educational practices, learning organization should be
incorporated and strengthened while redesigning the training package;
6 In depth knowledge should be provided in the area of life skills, financial management and

leadership development in terms of practicability while delivering the training;

7 Time of the face to face mode should be extended to deliver all of the prescribed contents
effectively and roster trainers should be made available to conduct this mode efficiently;

8 Number of field works should be increased in project based mode. Along with this, technical
support should be provided to the trainees and continuous monitoring should be made to enhance
the effectiveness of the project based mode of the training.

9 Irregularity of trainees, ill- prepared trainers and limited resources in ETCs/LRCs were found as
hindering factors to the training. Therefore, regularity of the participants should be ensured, roster
trainers should be made available instead of trainers from TOT and training centers should be
made resourceful to enhance the effectiveness of the training.

10 The contents related to ICT use and current educational practices need to be added to the Head
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teacher training program to ensure the effectiveness of the ILTD program.
11 Policy of head teacher selection and the training designed to provide them need to be implemented
effectively to meet the predetermined objectives of Integrated Leadership Development Training.

12 Technical competencies and academic qualification of the roster trainers should be updated to
conduct head teacher training in an effective and expected manner, as ILDT is conducted with the
involvement of the roster trainers.

13 The duration of face to face mode of training should be increased by incorporating a number
of project works especially within the project-based mode of delivery followed by regular
monitoring to provide technical support to the head teachers for completing the assigned project
works efficiently and successfully.

14 It should be made clear that the head teacher training program would either be linked with an
effective monitoring and evaluation unit under DEO or be associated with monitoring unit
organized under the training centers or their central office, NCED.
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