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Welcome

Saima Malik
Senior Education Specialist 

World Bank



Helpful Reminders

2. Please wear your name badge at all times

4. Add questions to the parking lot

1. Fire exits and restrooms, 

3. Breakfast, coffee/tea breaks, and lunch 
provided

5. Opportunities to provide feedback at the 
end of each day

6. Interpretation in French
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LEAP Program Goals

LEAP aims strengthen the capacity of education policymakers to design, implement, and 
sustain reforms that improve foundational learning outcomes by:

• Building understanding of the learning crisis and strategies to address it;

• Equipping policymakers with practical tools for effective reform;

• Strengthening networks and foster peer learning; and

• Supporting the evolution of reform efforts and refinement of plans for greater impact.
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World Development 
Report:

Learning to Realize 
Education's Promise
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World Development 
Report: 

Learning to Realize 
Education's Promise

LEAP Program
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Program calendar
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Better Data for Better Learning

24-27 June 2025
Washington DC

Objectives: 

• Introduce participants to the LEAP program and situate the program 
within the WDR framework.

• Enhance participants’ ability to assess and improve education data 
and learning assessment systems, while identifying solutions to 
systemic barriers, leveraging digital tools where appropriate.

• Deepen understanding of how different types of education data (e.g., 
system, school, learner-level) can inform and drive foundational 
learning improvements

• Design priority action plans to strengthen education data and 
assessment systems, incorporating lessons from case studies, expert 
input, and peer exchange.
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Virtual events

August 2025 to October 2026, webinar and 
asynchronous online courses

• Draw attention to role of early childhood education  
in foundational learning.

• Build participant knowledge of critical factors for 
building a high-quality ECE system

• Examine opportunities for improving access and 
quality.

• Boost participant confidence in advocating for 
greater investment in ECE.

September 2025, webinar
• Deepen knowledge of key dimensions of structured 

pedagogy.
• Enhance participant understanding of high-quality 

instructional methods and materials within the FL 
program.

• Raise participant understanding of considerations 
for design, procurement, and delivery of high-quality 
teaching and learning materials.

March 2026, webinar 
• Raise participant awareness of inclusion for all 

genders, children with disabilities, refugee and 
displaced children, children from minority linguistic 
and cultural groups, and other areas of 
disadvantage. 

• Guide participants to consider how to design FL 
systems for inclusion of all students.

April 2026, webinar
• Highlight key considerations for building and 

maintaining physical learning environments 
that facilitate foundational learning.

• Raise participant awareness of resilient 
education systems, including in physical 
infrastructure.
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Teachers and School Leaders

November 2025
In person, Ethiopia (TBC)

Objectives: 

• Deepen participant understanding of the teacher pipeline and the 
stages of the teacher career.

• Enhance participant understanding of key teacher policy areas, 
including recruitment, deployment, career pathways, and other 
teacher management issues.

• Examine critical considerations and possible models for initial 
teacher education and continuous professional development.

• Explore school leaders’ roles in advancing foundational learning, 
including instructional leadership and school management.

• Design priority action plans to improve policy and practice related to 
teachers and school leaders.

 



Program Agenda
DAY 1. Policies for Strengthening and Supporting the Teaching Workforce 

i. Introducing a Teacher Pipeline Framework
ii. Attracting and Selecting Future Teachers
iii. Hiring, Deploying, and Retaining Teachers and Support Staff
iv. Building Teacher Leadership and Flexible Career Pathways
v. Improving Teaching Performance and Accountability

DAY 2. Approaches to Teacher Education and Professional Development

i. Initial Teacher Education Systems
ii. Initial Teacher Education Program Content
iii. Teacher Educator Qualifications, Hiring, and Deployment
iv. Induction and Continuous Professional Development
v. Building Stronger Teacher Preparation and Development Systems: 

Perspectives from Reform in Action

DAY 3. School Leadership 

i. School leadership: key policy levers for improving the practice 
ii. Key dimensions of effective school leadership for foundational learning
iii. Developing Effective School Leadership: Perspectives from Reform in 

Action



Day1: Agenda
DAY 1

Policies for Strengthening and Supporting the Teaching Workforce

Time Topic Speakers

08:30–09:00 Welcome and Introductions Saima Malik, World Bank
Halil Dundar, World Bank
Stephen McDowell,
Florida State University
Saamira Halabi, World Bank

09:00–09:30 Module 1. Introducing a Teacher Pipeline 
Framework

David Evans, Center for Global Development
Stephanie Zuilkowski, Florida State University

09:30–10:30 Module 2. Attracting and Selecting Future 
Teachers

Stephanie Zuilkowski, Florida State University

10:30–11:00 Break

11:00–12:30 Module 3. Hiring, Deploying, and Retaining 
Teachers and Support Staff

David Evans, Center for Global Development
Stephanie Zuilkowski, Florida State University

12:30–13:30 Lunch

13:30–15:00 Module 4. Building Teacher Leadership and 
Flexible Career Pathways

Adrienne Barnes-Story, Florida State University
Laura Gregory, World Bank

15:00–15:30 Break

15:30–16:30 Module 5. Improving Teaching Performance 
and Accountability

Adrienne Barnes-Story, Florida State University
Katy Bullard, World Bank

16:30–17:00 Closing & Announcements Saima Malik, World Bank

17:00–18:00 Free time

18:00–20:00 Yod Abyssinia Traditional Restaurant



DAY 1
Policies for Strengthening and 

Supporting the Teaching Workforce 
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Module 1. Introducing a Teacher Pipeline Framework

David Evans 
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Development

Stephanie Zuilkowski
Associate Director for 

Research, LSI; Professor
Florida State University
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Module 1. Introducing a Teacher Pipeline Framework

→ Understand the Teacher Pipeline Framework
 
→ Assess the strengths and challenges of each stage of 

the framework in your country context.

18

Objectives
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✓ Teachers framework overview
✓ Introduction to the framework

• Cases
✓ Summary
✓ Activity
✓ References

Contents
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Development of a Teacher Pipeline Framework

20
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Teacher pipeline framework

21
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Key elements to make teacher policies work at scale and sustainable

Source: World Bank 2023

22
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Attracting and selecting strong teacher candidates: Key points

• Yet, it can be difficult to identify and 
select high-potential teacher 
candidates. 
• In some countries, teachers lack subject 

knowledge in the areas they teach

• Strategies to attract and select high-
potential teachers should be aligned 
with each country’s labor market 
realities and education system 
priorities.

World Bank, forthcoming; Beteille and Evans 2021

23
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Case: Scholarships to enhance the attractiveness of ITE in South Africa

Source: Lewin et al. 2016

• The Funza Lushaka Bursary Program was introduced to tackle teacher shortages, 
particularly in disadvantaged schools.

• It provides full scholarships to high-achieving students for the cost of ITE programs, 
in exchange for a commitment to teach in government schools after graduation.

• During the evaluation period, 15% of ITE students benefited from the bursary.

• The program proved effective and cost-efficient in attracting strong candidates to 
teaching.

• However, weak data systems and human resource management challenges limited 
its full impact.

24
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Initial teacher education: Key points

Source: World Bank, forthcoming

Teachers need to develop two key foundations during ITE programs:

1. Strong subject knowledge, particularly in language and mathematics in 
foundational learning

2. Pedagogical knowledge and skills, both general and subject-specific.

25

ITE programs should reflect the realities of classrooms where student teachers will 
eventually work.
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Initial teacher education: Field placement

• Ensure mentor teachers model effective 
practice

• Gradually build student teachers’ skills 

• Train mentor teachers in coaching and 
feedback strategies

• Match student teachers with placements 
similar to their future teaching contexts

• Develop model schools linked to ITE 
institutions

• Engage volunteer schools and mentor 
teachers willing to continuous upskill their 
own practice

• If needed, consider small group 
placements for peer learning

• Incorporate lesson study

Source: World Bank, forthcoming

Policy options include:Effective field placement 
experiences:

26
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Hiring and deploying teachers: Key points

In many contexts…

• Teacher selection emphasizes factors unrelated to student learning

• Lengthy hiring processes and heavy documentation cause delays

• Low pay and limited social recognition discourage high-potential candidates

• Rural and high-poverty schools face persistent staffing challenges

27

Source: World Bank, 2023
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Case: Teacher hiring and deployment in Ecuador

• Ecuador faced challenges filling teacher vacancies, especially in rural and disadvantaged 
schools.

• Teachers applied through an online platform that originally listed schools alphabetically, 
and candidates ranked their top five preferences.

• To encourage applications to hard-to-staff schools, two improvements were introduced:

Better school data enabled easier identification of disadvantaged schools.

Vacancies in disadvantaged schools were listed first, instead of alphabetically.

28

Source: Ajzenman et al. 2020

These small adjustments led to a rise in applications and more filled positions in disadvantaged 
schools
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Induction: Key points

✓ Induction programs provide a bridge between ITE and continuous professional 
development (CPD).

✓ Well-designed induction programs enhance teacher effectiveness and reduce early 
attrition.

✓ High-quality mentorship is a critical feature of effective induction programs.

✓ Clear structures and defined roles ensure accountability and support for all 
participants.

29

Source: UNESCO 2019; World Bank, forthcoming
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Continuous professional development: Key points

Evidence shows that effective continuous professional development (CPD) should:

✓ Align with the content of ITE programs.

✓ Focus on specific subject matter or content areas.

✓ Integrate lesson planning and teaching practice

✓ Include an initial face-to-face component for stronger engagement.

✓ Provide follow-up over time.

✓ Consider scalability and sustainability.

31

Source: Popova et al. 2021; Desimone 2009; Evans and Mendez Acosta 2023; Mufti 2024; World Bank, 2023
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Leadership and flexible career pathways: Key points

• Career progression systems recognize and reward experienced and accomplished 
teachers.

• They enable the teaching workforce to build its own capacity and professional 
knowledge base.

• Progression opportunities may support teacher motivation, retention, and the 
attractiveness of the profession.

• Advancement should be based on demonstrated professional competencies and 
performance.

• Career pathways should be transparent, allowing teachers to clearly understand 
available opportunities.

32

Source: UNESCO 2024; Beteille and Evans 2021; World Bank 2023
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Overarching factors in the teachers framework

Planning & 
managing the 

teacher 
workforce

Quality 
assurance & 

accountability

Teaching and 
learning 

resources & 
Support 

personnel 
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Summary

Effective teachers who are well prepared and supported form the 
foundation of a high-quality education system.

Teacher policy components are interconnected and must be 
addressed comprehensively.

A teacher pipeline analysis can help identify priority areas for 
system improvement.

35
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Activity

36

1. Use the table in your workbook to 
rate each of the components of the 
Teacher Pipeline Framework in your 
country context.

2.  In your country team, discuss the 
strong and weak points in the 
pipeline.

15 minutes
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Module 2. Attracting and Selecting Future Teachers
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Objective

Identify opportunities and challenges for generating 
interest in:

→ Teaching profession

→ Raising the status of teachers

→ Attracting high-potential candidates to the field
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Teacher pipeline framework
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Teachers are in high demand

44 million additional teachers are 

needed to meet global goals for 

universal access to primary and 

secondary education by 2030 

44

Source: UNESCO and International Task Force on Teachers for Education 
2024



Strengthening the Teaching Profession and School Leadership Addis Ababa, Ethiopia  |  November 5-7, 2025

Building interest in the teaching profession and increasing the status of 
teachers: Policy levers

45

Implement campaigns and 

targeted initiatives to elevate the 

status and public perception of 

teachers, emphasizing the 

intrinsic value and rewards of 

teaching
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Case: Media campaign in Australia

• In 2023, the Australian government invested in a 10 million AUD initiative, called “Be that 
teacher,” aimed at teacher recruitment

• The campaign told the stories of eight Australian teachers and the differences they 
made for their students

46
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• Improve teacher compensation and public perceptions through pay raises,  
marketing initiatives or other means.

• Promote transparent and merit-based selection processes to strengthen 
trust and attract high-quality candidates.

• Publicly post available positions and clear hiring criteria.

• Use a mix of knowledge, pedagogy, and experience-based assessments as 
hiring criteria to ensure fairness and credibility.

47

Building interest in the teaching profession and increasing the status of 
teachers: Policy levers
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Attracting high-potential applicants to teaching: Policy levers

• Offer financial aid tied to a teaching 
commitment

• Expand teacher apprenticeship or 
“grow-your-own” programs*

• Enhance the prestige of initial teacher 
education (ITE) institutions

• Provide pathways to permanent 
positions where contract or community 
teachers are used.

48

Source: World Bank, forthcoming; Edwards and Kraft 
2024

*Grow-your-own programs aim to support 
individuals from the local community to become 
teachers.
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Case: Attracting strong candidates to teaching in Jordan

• The Jordanian Ministry of Education and USAID’s Preservice Teacher Education 
in Jordan Activity collaborated to address teacher shortages.

• The initiative supported the establishment of marketing committees at ITE 
institutions and development of promotional materials.

• Scholarships were given to enrollees in a new one-year graduate Graduate 
Diploma in Teacher Preparation, with recipients receiving hiring preference 
upon graduation.

• The Career Path Tracking Tool was introduced to provide clear information to 
both current and prospective teachers.

• As a result of these reforms, student enrollment in ITE programs increased.

49

Source: USAID n.d
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Case: Attracting higher performing candidates to ITE in Bahrain

• Bahrain Teachers College (BTC) introduced a set of reforms to attract high-
performing applicants to the teaching profession.

• Admission criteria were raised: 
• Increasing the minimum high school GPA from 60% to 80%
• Introducing a rigorous interview process
• Requiring completion of a foundation year with achievement benchmarks
• Implementing proficiency tests in Arabic, English, and mathematics

• All BTC students received full scholarships and stipend, contingent on maintaining 
good academic standing and completing the program within four years.

• The Ministry of Education guaranteed a teaching position for all BTC graduates upon 
program successful program completion.

50

Source: World Bank 2025
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Case: Making teaching a more attractive career in Vietnam

• Vietnam introduced several policies to make teaching a more attractive career 
choice.

• Tuition fees were eliminated for students enrolled in teacher education 
programs.

• Students in high-need areas—including mountainous and ethnic minority 
regions—were exempted from entrance examinations, easing access for 
candidates from regions with the greatest teacher shortages. 

• The government introduced professional allowances equivalent to 30% of the 
basic salary, along with additional allowances based on years of experience and 
school disadvantage level.

51

Source: World Bank 2025
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Summary

Many education systems face the dual challenge of increasing both the caliber and 
quantity of teachers

Public communications to elevate the teaching profession, including scholarships 
for high achieving students and competitive salaries and benefits, can be effective

Equitable and predictable hiring procedures can further enhance the attractiveness 
of the teaching profession

For hard-to-staff regions, consider implementing “grow-your-own” programs*

*These are programs aim to support individuals from the local community to become teachers (Edwards and Kraft 2024).
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Activity

53

1. Discuss your experiences with 
building interest in the teaching 
profession, increasing the status of 
teachers, and attracting high-potential 
applicants

2. In your country team, complete the 
Strengths, Weaknesses, 
Opportunities, Threats (SWOT) 
worksheet in your workbook.

3. Transfer your joint findings to the 
posters on the walls for group sharing

40 minutes
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Module 3. Hiring, Deploying, and Retaining Teachers and Support Staff

56

Objective

→ Evaluate teacher hiring, deployment, and 
retention practices across country contexts

→ Identify opportunities and implementation 
challenges along with considerations of the 
roles and impact of school support staff. 
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Teacher pipeline framework
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Teacher hiring and deployment:  Key points

• Ensuring an adequate supply of qualified teachers
• Balancing hiring quantity and the maintenance of quality standards

• Budget constraints may shape hiring practices
• Political influence or corruption can undermine merit-based selection

• Addressing teacher demographics and language match to communities
• Filling positions in hard-to-staff or conflict-affected areas
• Prioritizing high-need subject areas

• Improving teacher retention policies

59
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Teacher hiring and deployment models

60
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1. Centralized deployment models

Gives the central administration the most control

May result in less-than-ideal matches at the 
teacher-school level, leading to turnover

Source: Asim et al., 2019 

61

In centralized deployment models, teacher assignments are made at the 
national, state/province, or district level
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2. School-based deployment models

62

Provide schools with autonomy to select 
teachers who are the best fit for their context

Can be inefficient, as candidates must apply to 
each school separately

May advantage schools in more desirable 
locations or those with better performance 
outcomes

In school-based deployment models, teachers are selected by individual schools
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3. Preference matching models

Source: Asim et al., 2019 

63

In preference-matching models, teacher preferences and school needs are 
taken into account

Can lead to better matches between teachers and 
available positions

Require reliable, up-to-date data on schools and 
applicants.

Depend on accessible technology for teachers and 
schools, and well-maintained matching algorithms
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Case: Preference matching for teacher deployment in Sierra 
Leone

• Schools in Sierra Leone, despite having enough teachers in the system 
overall, faced imbalances between rural and urban areas and in key subjects

• In 2020, Sierra Leone began developing the Teaching Service Recruitment 
Portal, with support from the World Bank

• The previous “hybrid” system that was in place was, in theory, centralized, 
but schools were also making local hires to fill gaps

• The Teaching Service Commission designed an algorithm that considered 
teacher characteristics (e.g., gender, experience, location preferences) 
alongside school needs

• The new algorithm led to better teacher–school matches than random 
allocation

Source: EdTech Hub, 2024; Mackintosh et al., 2020
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Key issue: Staffing disadvantaged schools

• Teachers often avoid placements perceived as “difficult,” 
preferring locations with better living conditions and 
safety

• Rural communities offer fewer opportunities for income 
generation and amenities

• It is important to design effective incentives to attract 
teachers to hard-to-staff schools

• Incentives can include salary bonuses, housing support, 
transportation, or professional development 
opportunities

Source: Asim et al., 2019; Anjum & Durrani, 2016; Cosmas, 2014; McBurnie et al., 2022; UNESCO, 2019
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Case: Hardship allowances in Gambia

• In Gambia, rural, hard-to-reach schools struggled to fill teaching positions due to poor 
housing, limited infrastructure, and restricted access to roads and health care.

• In 2005-2006, only 37% and 49% of teachers in Regions 5 and 6 were trained, 
compared to 85% in urban Region 1.

• In 2005, the government introduced a hardship allowance: 30% to 40% of base salary, 
depending on the distance from the capital

• The distribution of trained teachers became more equitable across regions, 
exceeding 99% in all regions

• Pupil-teacher ratio improved, with 27 students per teacher 

• However, gender imbalance among teachers persists in hardship schools

Source: Mendy & Chow, 
2024
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Key issue: Language of instruction match

In centralized deployment systems, 
teachers are sometimes assigned to 
schools or districts where they do 
not speak the local language of 
instruction.

This undermines the effectiveness 
of efforts to improve foundational 
literacy through the use of local 
languages of instruction 
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Key issue: Hiring of contract and community teachers

• Many countries rely on short-term contracts and community teachers to 
address long-term needs

• These teachers often have less training and fewer formal qualifications for 
teaching

• They typically receive lower pay and limited benefits

• Over time, this can weaken the perceived status of the teaching profession 
and reduce the quality of new teacher candidates.

Source: International Task Force on Teachers for Education 2030, 2020; Chudgar et al., 2014; Gemeda & Tynjälä, 2015; Park & Byun, 
2015.
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Teacher hiring and deployment: Policy levers

EMIS Strengthening

Strengthen EMIS systems in Ministries of Education and 
ensure teacher data is included

• Build capacity for data management, analysis, and 
communication within Ministries

• Does EMIS data include teacher qualifications and 
background data?

• Do districts and schools have access to EMIS data? 
• Do they have the skills to use it for decision-

making? 

Source: Masinire, 2015; UNESCO & International Task Force on Teachers for Education,  2024 
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Workforce Planning

Improve workforce planning analysis within 
the Ministry of Education to better 
understand staffing needs

• How often are teacher planning 
analyses conducted? 

• Are all the necessary stakeholders 
involved? 
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Teacher hiring and deployment: Policy levers

• Localized recruitment can 
help fill specific geographic 
and language gaps

Source: Masinire, 2015; UNESCO & International Task Force on Teachers for Education,  
2024 
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Steps that systems can take when there are gaps or difficult-to-staff schools:

Simplify
applications

Expose student
teachers

Engage teachers
on incentives

Promote local 
recruitment

• Ensure that application 
systems are clear, 
straightforward, and 
efficient

• Expose student teachers 
to rural or difficult-to-staff 
schools during field 
experience

• Engage with new and 
experienced teachers to 
understand what types of 
incentives would be most 
compelling in your context
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School support staff: Policy levers

• In large classes, teachers often need additional support to give sufficient attention to 
all students. 

• Effective strategies include team teaching and teaching assistants who can help 
prepare materials, manage the learning environment, and provide direct student 
support under teacher supervision.

• While global evidence remains limited, several principles are key for assistant teachers:

• They should supplement, not replace, qualified teachers.

• All students should have access to high-quality teaching with their class teacher. 
Teaching assistants should not be assigned mainly to struggling students.

• They should work under the guidance of teachers to maintain instructional quality.

71

Source: Godwin, Cameron, and Bellinger 2024; Education Endowment Foundation 2025.
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Key issue: Retention of teachers

• Teacher turnover is an efficiency problem exacerbating teacher shortages

• Understanding context-specific drivers of attrition is critical for designing 
effective retention policies.

✓ In Chile, turnover was linked to limited professional development, poor 
working conditions, and weak school leadership.

✓ A TALIS study across 31 countries found that higher starting salaries and 
intrinsic motivation to teach were key predictors of retention.

✓ Another OECD study of 32 countries showed that working conditions, 
including class size, influenced teachers’ intention to stay or leave

Source: Ávalos & Valenzuela, 2016; Qin, 2021; Van den Borre et al., 2021)
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Financial incentives

• Evidence shows mixed results for 
incentive pay and bonus programs

• Incentive schemes must be carefully 
designed to fit the context and avoid 
reinforcing inequalities
✓ In Tanzania, performance pay improved 

student outcomes—but only in schools that 
were already higher-performing

✓ In Uganda, teacher performance pay showed 
no effect in under-resourced schools

Retention: Policy levers

Source: Evans & Acosta, 2023; Filmer et al., 2023; Gilligan et al., 2022; Loyalka et al., 2019;  Nketsia et al., 2022; Sisouphanthong et al. 2020)

Non-financial incentives

• Career progression ladders, 
discussed further in Module 4
✓ In Ethiopia, access to professional 

development was associated with 
retention among new teachers

✓ In Cambodia and Laos, support for 
university-level education was 
valued by teachers
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Summary

Teacher hiring, deployment and retention strategies influence 
equity, school performance, and budgets

Long-lasting placements require balancing teacher 
preferences with school and system needs

Efforts should be made to increase retention of teachers who 
meet performance expectations
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Activity

75

60 minutes

1. Draw a diagram of the teacher hiring 
and deployment processes in your 
context. 

2. In your country team, analyze the 
implications of each aspect of the 
processes and note them on the next 
page. 

3. Return to your diagram to refine it and 
summarize your proposed 
improvement.
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Module 4. Building Teacher Leadership and Flexible Career Pathways
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Objective

→ Explore teacher career pathways and leadership 
opportunities within your country’s context and 

→ Understand how these opportunities impact 
education.
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Teacher pipeline framework

Source: Benveniste 2024
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Teacher career structure: Key points

• Teachers’ career structures are linked to their:

✓ Motivation
✓ Career progress
✓ Job stability
✓ Professional growth and opportunities

Source: UNESCO 2024

• Education systems are increasingly moving beyond seniority-based promotion toward 
more flexible paths
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Teacher career progression: Key points

• Globally, teacher career progression ladders often 
emphasize educational qualifications and seniority rather 
than teaching performance

• Performance varies widely—not all teachers or pathways 
require the same competencies or skill sets

• Rigid pay structures tied to seniority can blur performance 
expectations and reduce motivation to improve

• Targeted incentives—such as salary increases, 
advancement opportunities, and leadership roles—can help 
retain high-performing teachers and contribute 
meaningful

Source: World Bank 2023
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Vertical and horizontal career paths

Source: UNESCO 2019
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Teachers as leaders: What does teacher leadership mean?

Teacher leadership occurs when teachers extend their impact beyond their own classrooms 
to enhance teaching and learning across the school or beyond

Teacher leaders take on formal or informal roles that support colleagues, strengthen school 
practices, and contribute to student achievement

Examples of teacher leadership

Source: Wenner & Campbell, 2017

Mentoring or coaching 
peers

Collaborating to shape 
school-wide practices

Advising on curriculum 
areas such as literacy 

and numeracy

Supporting peers and 
school leadership.
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Teachers as leaders: Why does it matter?

Source: Wenner & Campbell 2017

Enhances the quality of 
teaching across the school

Builds a collaborative and 
supportive professional culture

Provides career growth 
opportunities for teachers

Promotes sustainable system-
wide improvement



Strengthening the Teaching Profession and School Leadership Addis Ababa, Ethiopia  |  November 5-7, 2025

Case: Horizontal promotions in Colombia

• In Colombia, horizontal promotions are used to raise teachers’ responsibilities and status 
without leaving the classroom

• Multiple assessment instruments are used to inform decisions about such promotions, 
including: 

❑ Classroom observations (80%)

❑ Student and self-evaluations (12.5%)

❑ Performance evaluations from the previous two years (7.5%)

Source: World Bank 2023
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Case: Multi-level career progression in Shanghai

• In Shanghai, teachers’ progression is based on demonstrated performance.

• Principals conduct performance evaluations to identify instructional leaders and 
teachers needing additional support.

• Performance is evaluated by:

❑ Principal appraisals

❑ Participation in professional development

❑ Time spent mentoring others

❑ Service in underserved areas

❑ Action research

Source: World Bank 2023
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Case: Graded career ladders in Sri Lanka

• In Sri Lanka, teacher promotion is primarily linked to seniority and qualifications

• Career grades are aligned with the teacher pay scale. 

• Advancement allows teachers to continue their professional path as classroom teachers, 
librarians, subject teachers, or head teachers.

• At higher grades, they can pursue non-classroom roles such as principal, teacher 
educator, and in-service advisor. 

• Qualified teachers may also transition into education administration or the examination 
department. 

Source: World Bank 2023
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Case: Multi-track career progression in the Philippines

• In the Philippines when teachers reach a particular grade, they choose between two 
tracks: Master Teacher and Administrator

• The Master Teacher track focuses on instructional knowledge and skills to prepare 
teachers to serve as trainers and mentors. Accomplished master teachers can continue 
to work in the classroom. 

• The Administrative track develops school administration and leadership skills that can 
lead to the role of a School Principal.

Both tracks offer comparable salary, enabling teachers to pursue professional goals 
aligned with their interests.

Source: World Bank 2023
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Summary

Teachers’ career structures have important implications

Flexible career pathways incentivize retention and performance 

Teacher leadership extends impact beyond the classroom

Horizontal and vertical career paths enable leadership where needed

Country examples highlight how these principles can be adapted to context
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Activity

94

1. Identify and describe three profiles of teachers 
across the career structure in your country.

2. Identify the main limitation of the current career 
structure and choose one change that could foster 
teacher leadership and offer flexible and motivating 
career pathways.

3. Deliver a short presentation (2–3 minutes) to a 
panel of decision-makers explaining why your 
proposed reform is worth pursuing and how it could 
be realistically implemented.

60 minutes
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Module 5. Improving Teaching Performance and Accountability
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Objective

→ Examine approaches to teacher 
accountability and performance 
improvement

→ Consider how these can be applied or 
adapted within your own educational context.
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Teacher pipeline framework
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Classroom level support for teachers: key points

Student assessment data

Self-reflection and self-assessment tools

Access to models of high-quality instruction
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School-level support for teachers: Key points

School norms and leadership 

Recognition and positive school cultures 

In-person support

Mentorship and coaching programs 

Peer observations

Professional learning communities

101

Source: UNESCO, 2019; 
World Bank 2023



Strengthening the Teaching Profession and School Leadership Addis Ababa, Ethiopia  |  November 5-7, 2025

Regional-level support for teachers: Key points

Professional development opportunities

Conferences or webinars

Social recognition and awards for outstanding 
performance

Parental and community feedback
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Teacher quality and accountability: Policy levers

Champion peer observation, 
mentoring, and scalable 

coaching programs

Encourage self-evaluation 
and self-reflection processes

Normalize quality and 
accountability discussions Incentivize performance
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Case: Community involvement in teacher accountability in El 
Salvador

• In El Salvador, a school-based management reform transferred 
the responsibility for hiring and supervising teachers and 
principals to community committees.

• This increased local accountability, leading to reduced teacher 
absenteeism, longer instructional hours, and stronger parent–
teacher engagement

104

Source: World Bank 2023
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Case: Impacts of school-based reform in Tanzania

105

• In Tanzania, teacher attendance improved when 
schools were more likely to be visited by inspectors. 

• This positive association suggests that regular 
monitoring and accountability mechanisms can 
motivate teachers to be more present and engaged 
in their schools.

Source: World Bank 2023
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Case: Impacts of school-based reform in Niger

106

• In Niger, a program promoting community engagement 
in school management ultimately resulted in higher 
teacher absence rates. Many teachers perceived the 
reforms as undermining their authority, 

• School-based management programs must be context-
specific and carefully designed to avoid unintended 
consequences.

Source: World Bank 2023
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Case: Approaches to teacher evaluation in Singapore

107

• In Singapore, the Enhanced Performance Management 
System (EPMS) guides teacher evaluation. At each 
stage of a teacher’s career, Singapore defines the skills, 
knowledge, and competencies teachers should 
possess. 

• These competencies are directly linked to professional 
development, career progression, and salary 
decisions, ensuring that evaluation supports both 
accountability and growth.

Source: World Bank 2023
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Case: Approaches to teacher evaluation in the United States 
of America 

108

• In the District of Columbia (USA), the 
IMPACT program used teacher evaluation 
to inform both threats of dismissal and 
bonus payments.

Source: World Bank 2023
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Summary

Teachers should be provided with resources at the classroom, school 
and regional levels to help them understand and improve their 
performance

Teacher quality and accountability structures are context-
dependent

Regular discussions of quality and accountability will normalize the 
structure
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Activity

110

40 minutes

1. Individually reflect on accountability 
for teacher performance in your own 
country.

2. With a partner from another country, 
compare your analyses and identify 
potential areas for improvement.
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Day 1 Key Takeaways

• The Teacher Pipeline Framework encompasses attraction, selection, 
initial education, induction, and ongoing professional development to 
ensure a steady supply of qualified and effective teachers.

• Attracting high-potential candidates can include: raising teachers’ status, 
targeted financial incentives, transparent merit-based selection, and local 
recruitment.

• Effective matching balances system needs with teacher preferences, 
using data to improve placement outcomes.

• Financial and non-financial levers, such as clear career progression 
pathways and positive working conditions can improve teacher retention.

• Support and accountability mechanisms can be implemented at 
classroom, school, and regional levels.
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Yod Abyssinia Traditional 
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