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What should the education system do to support the effective 
implementation of structured pedagogy?

• Set specific targets and manage 
based on achieving those results

• Establish a clear purpose (mission) 
and drive a new management 
orientation across all levels

• Define actions at each level needed 
to deliver the core components of 
structured pedagogy 

• Engage in relentless communication 
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Confronting Predictable Constraints
Technical Challenges

• Aligning curriculum, scope and sequence, 
materials, teacher training and ongoing 
support

• Assuring continued coherence in the 
delivery of the core components

• Pacing of the amount of instructional 
change teachers are asked to shoulder

• Consistent reinforcement of priority 
instructional strategies (e.g., use of 
materials, building language competency, 
allowing ample time for students to 
practice new skills)

• Supporting teachers to deepen their 
instructional quality

Operational Challenges

• Timely delivery of materials and training

• Quality assurance of training delivery

• Focusing the attention and actions of middle tier 
(region, district, sub-district) staff

• Overcoming the obstacles to frequent, high 
quality ongoing teacher support

• Creating enthusiasm, directing effort, sustaining 
momentum, responding to unfolding challenges



Addressing the Technical: Alignment

• Training should only take place if the materials are in the hands of 
teachers.

• Training should emphasize practicing the expected instructional 
approaches, including the proper use of materials.

• At the planning stage, parameters for assuring the quality of training 
need to be defined and strengthened.

• School support needs to be frequent and focused on instruction – 
how to provide that support is the challenge all systems must solve.

• Ensure that all teacher support activities target the same 
instructional behaviors. 

• Above all, clearly communicate expectations for actors at each level.

• Define the questions middle tier managers and school directors need 
to ask (what you manage depends on what you ask about).



Successful programs can be described as mission-driven:

• Clearly state the purpose (e.g., reading proficiency by grade 3). 

• Create a program identity and brand and invest in sustained 
messaging.

• Stay focused on instruction and learning outcomes.

• Reinforce and manage the alignment of instructional support 
systems, training, and classroom practice.

• Commit the necessary implementation attention and effort.

• Recognize that implementation will likely be uneven and plan to 
provide additional support where it is needed. Learn as you go.

• Enable responsive management at lower levels of the system 
(solving problems instead of administering compliance).

• Address persistent disadvantages and inequities.

Tusome

MOHEBS

Addressing the Operational: Establish Purpose, Drive Change



A Critical Ingredient for Success: Communication

Evaluate communication 
effectiveness:

• Ask a teacher, “What is the level of reading performance your students should achieve?”

• Ask a teacher and head teacher, “What are three pedagogical behaviors that should be 
part of a reading lesson?”

• Ask a coach, “How many lessons did you observe this month? Which teachers may need 
additional support? In what areas?”

Much more investment is needed in communication – people, resources, and 
dedicated channels to convey priority messages and to seek and transmit 
feedback.

"Less is More and More is More"

Communicate a limited number of 
priority messages/expectations

Repeat and reinforce those messages 
and expectations relentlessly



Thank you

Some references:

https://scienceofteaching.site/how-to-guides/learning-outcomes/topic/8-structured-pedagogy-what-do-education-leaders-need-to-know/

https://scienceofteaching.site/how-to-guides/learning-outcomes/topic/lesson-1/

https://link.springer.com/article/10.1007/s10833-018-9325-4

Scaling up successfully: lessons from Kenya's Tusome national literacy program

https://scienceofteaching.site/wp-content/uploads/2024/12/A-Note-for-Education-Leaders-on-Structured-Pedagogy.pdf

Lessons from successful reading and math programs:
https://learningatscale.net/ 

Achieving equitable improvement in outcomes:
https://learningatscale.net/wp-content/uploads/2023/10/Learning-at-Scale-Policy-Brief-DeStefano_Equity-Final.pdf
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