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EXPRESSTON OF GRATLTULE

Dr. Enayat Shahrani served as an able assistant to the consultant
during his stay in Peshawar. His assistance in zonducting evaluative
sessions and parcicipating in the classroom evaluatiuns and conferences with
teachers were essential to the preparation of an accurate report.

Dr. Shahvani provided valuable insight to the consultant in the
preparation of his report. He also submitted suggestions to be included

in the report as well as assisting the consultant in drafting parts of the
report.

It is fitting and proper to place this expression of gratitude in
this Report of a Visit.

Milan B. Dady
June, 1991
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REPORT OF A VISIT
O THE MAUPOVER TRAINING PROGRAM

By

M{lan B. Dady

PART 1
LNTRODUCTJ.ON

The time of the visit to the Manpower Tralning Program was arranged
primarily to provide opportunities for the consultant to visit in the
classrooms and to conduct evaluations of teachers both in a formal
classroom setting and {n fnformal groups.

The vislt focused on the
following basic areas:

1. To conduct evaluations of buslness teachers by the students, by
the consultant witn the assistance of an jnterpreter, and by
teacher self-evaluations.
2. 7To conduct interviews In order to galn inpul from students, teachers,

’
administrators, and stafi on the stactus of NHEP,

3. To ascerctain the status of the fn-service materials prepared for
teachers aud to assist In moving -the {n-service program forward
to the fulfillment of fts fntended purposes.

To identily any new ov unresolved problems of the past and Lo
vecommend possible solutfons to the administracion.

To explore the development of a coopevative program which wjll

prepare students to joln together (n operation of thelr own
business.

8. To observe the new business program established for women.

Interviews were conducted with teachers, students, and staff. These
intervievs involved teachers and students from both the Accounting Program
and the Offlce Management Program. FEvaluations were conducted, classrooms
were visited, and learning and other materfals were reviewed. There were
ample opportunities to observe the facilities and to intermingle with the

students on an informal basis. 1t is felt that sufficlent input was attalned
in order to respond to the basic purposes of the visit,

PART 11
LNTERVIEWS

Interaction with teachers began with a brief meecing wich all teachers
at MIP followed by a staff meeting of the teachers assigned to the business
programs. Conferences were conducted with each of the teachers individually
and groups sessions were also held. There were many Jnformal meetings with
the teachers, primarily f{rom the buslness programs,

Somewhat formal sessions. were conducted with approximately 30 students
divided iuto groups of ten students, Informal meelings were held with the
students at MIP while they were between classes or examinations.




Formal and informal interviews were conducted with teachers, adminfatratorsy,
and staff throughout the period of che visit. Comments that are provided in
t%ils Report have been gleaned from comments mude in both formal and informal
inverviews with persons both in group and individual sessions. Comments of
a highly personal nature have not been listed. No attempt .was made to rank
the comnents in order of importance or to identify how many people may have
made the same or similar comment. The comments are not reported verbatim,
but ave summarized in che best interpretation possible.

1. Commentsi From Students:

--Can find a job now

--Was able to continue my education and become a professional

--Was provided an advanced education

~-Money paid was of great help

~-Could not have completed such a course in Afghanistan

~--Learned a lot of new things

~--Can use the information anywhere

--New courses that were very interesting

~~Educatirn helps us at home as well as at school

~-~Can use the education in Afghanistan

~=kappy with the financial arrangement

--iiked the computers

--Learned s.mething specific

~=Improved the students' economy and that of the area

--Well organized system of education

--Teachers work very hard

-=Students had to work hard, but were not overworked

--Learned new things which are good for future

--Teachers are very well prepared

--Eatrance exams evaluated students very wisely

-~Good relationships between students and tcachers

--Subjects are very new, especially computers and management

-~All subjects are good

+=Short-term, cannot learn anything in six months

~-Feels students are leaving unfinished

-~Job placement is not available

--High school mathematics on entrance exam, but elemencary arithmetic
taught at "M1P

--Need increase in stipend; especially married sctudencs; money all
gone by end of the month

--Mosque is very inadequate. If built better, it could be used for
many things

~-Need library for break time

~--Not enough handouts

~-Workbooks needed

--Not enough computers and typewriters

--Increase hours for some courses and decrease them for others

--Teachers like to help students

-~Shortage of equipient and materials

~-~Teachers are friendly and well prepared

-~Shortage of white paper

--Need dormitory for students

--Not enough lab time for some classes; especially computers

~-~Teachers come to class with lesson plans
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--Teachers worked with them on practical applicacions

-~Teachers assigned homework

--Students should be paid for every day except Friday cven when school
is closed for a holiday

--More practice time needed in typewriting

--llave scholarships for students

--Must get a job after graduatlon or will lose skills

--Provide field crips

~~Begin at 8+30 in the winter

--Provide classes of a varying length

--More books for references

--Improve English language course in length of time

In comparing student comments between this year and in 1990, it was
interesting to note that the current students indicated thay had attalved the
skills necessary to find employment while che students in 1990 were very
much concerned about employment and were very much concerned about what Mip
was going to do jin assisting them in a job Placement. The consultant can
recaill only one student who ment{oned Job placement this year,

2. Teachers, Admlnilstravors, and Staff:

-~Teachers need more materials and resource books

--Teachers get a run around from administrators

~-Teachers cannot get class materlals duplicated; theie is a shortage
of wiifte paper

--There is no shortage of white paper, teachers always walt until laat
minute to request materfals to be duplicated

--Teachers should sign in and out of MTP in an assigued admintistrative
of fice

~~Not enough time Ln my classes

-~Teachers' meetings are usually held about once a moath

--Teachers in the business and technical areas get along weli topether

~-Same pay for all tecachers is not fair to teachers with more education
and more teaching experlence

--Students In cthe business and technical programs i{ntermingle during
breaks and luanch pririods

~--Promote students inadvance class to stil) another higher level

--Place more than 20 students from business ptograms intu advauced classes

--Need more audlo-visual materials

--Provide scholarships to America

--Chalkboard dust a problem; provide more white boards

~-Provide teachers with a break after each cycle, teachers need to
get away for short time

-~Expand basic program te nine months

~~Typiag is a woman's job, accounting students don't need typing

~-Provide the Persian program for the computers

--Provide Persian typewriters




PART 1LY
EVALUATIONS OF TEACHERS

A short evaluation form was administered to the students in one of
the classes taught by cach of the business teachers including Mr. Hissar
who has been only part-cime in the past month. Each teacher selected the
class to which the evliuation f{rom was to be adminjstered. For each of
the 12 icems contained in the evaluation form, the students were asked to
vate the teacher on a I, 2, or 3 rcale (1 = Needs lmprovement, 2 » Acceptable
Job, and 3 = One of the Teacher's Strengths). One point was assigned to !,
three polints to 2, and five points to 3. ‘The evaluacion form was designed
to provide feedback on the five areas coveved in the In-Service Materjals.

The chart below records the results of tite tablulations of the completed
forms. ‘The teachers are Jisted only by unumber and are reported in ascendiug
order by thelr composite average on the 12 {tems. Lt would appear that most,
Lf not all of the teachers, will he able to benefit (rvom completing the
in~service unitvs., 1lastructional systems and lesson planning recelved the
highest ratings from the students while objectives and individual differvences
recelved che lowest ratings. The cthree teachers with the highest ratiugs

on the composite average were wonistently high in all five in-service areas

and the three teachers with che lowest composlte averapes were consjistently
low in all five area.

STUDENT EVALUATIONS OF TEACHERS

Teacher Composite Objectives leasurement/

Instructional Lesson ITodividual

Humbey Averape Evaluation Systems Plans Differences

i 3.44 2.50 3.28 3.78 3.75 3.08

2 3.99 3.86 Aol 5.05 3.95 3.86

3 .02 3.29 4.20 4.07 4. 40 3.50

4 4.52 .27 h.51 .51 4.63 4.36

5 4.62 4,40 6H.65 5.05 4.67 4,54

6 4.63 4.38 4.460 4,78 6.89 54,52

7 4.73 .56 4.76 h.72 4.78 4,67

8 4.76 4.43 4.806 .86 4,64 4.86

9 4.83 5.00 4,91 4.78 5.00 h.67

10 4.83 4,76 .84 4,92 4.76 4,76
Average h.b6 b1 h.45 651 4,54 4.28

KEY: Objectives--The teacher used clearly stated objectives understowd by

the students.

Measurement/Evaluat lon-~The teacher measures and evaluates the studencs
in a falke and Imparcial manner.

Instructional Systems--the teacher uses the appropriate inatructional
methods, such as lecture, demonstration and question/ansver.

lLesson Plans--The teacher's lesson plans are well organized and the
the teacher {is usually ready to teach his lessons.

Individual Differences--The teacher adapts his teaching to the fndividual
needs of students.




In addiclon to the student evaluations of the leachers, a classroom
visltation was conducted in the classroom of every business teacher except
Mr. Wissar.

Qverall, the counsultant was fmpressed with the teaching that
was observed Jn the classrooms. The teachers generally involved the
students in their classroom presentacions and the students secemed to be
extremely responsive., Sowme aspects of teaching could be improved upon

and these apparent weak points were discussed with teachers in individual
follow~up conferences and in large group settings.

Copies of the evaluation forms administered to the teachers and to the
students are included in the Appendix. It would be well to administer these
forms,-or another evaluation form prepared by the admintscration, voward the
end of each 24 week cycle. Administering the student evaluaction form to the

students ih just one of the teacher's class should be sufficient. It Is

extremely Important to administer the self-evaluation form to the students
in the 24 week cycle in which the teachers complete the in-service materials
since the evaluation at this time serves as the pre-test for their study.




PART 1V
IN=-SERVICE FOR TEACHERS

The five units of In-service materials have been translated to PDarl and
are now ready fov use by the teachers. 1t is hoped that an quallfiad Proctor
may be employed even on a part-time basis.

Afcer belng here and visiting with the staff, cthe consultant now
presents the following timetable and recommeudatjons.

. The following timetable be established for the completion of the
five {n-service units:

September: Unit 1, Objectives

October: Unic 11, Measurement and Fvaluation
November: Unle 11I, Instructional Systems
December: Unit IV, Lesson Plans

January: Univ Vv, Individual Differences

2. Tt is tecommended that the business teachers study the materials
again according to the listed timetable as i{ they were studying the materials
for the {irst time. After the business teachers complete the study of che
materials and they have been revised, if necessary, the technical ceachers
should then complete the materials under a similar timetable. At that tlme,

a decision would hve to be made concerning the pract{cum teachers in the
technical areas.

3. The format for the instruction of the In-service materials should
provide group meetings for the iutroductlon of units and lessons within a
unit. The students may work independently on each f the lessons. In
addition to the completion of the lessons, it s now being recommended that tcachers
spend the month on practical application of the content of the unlec. For
example, during the month that they are studylng objectives, the teachers
will be expected to have all of thelr objectives for their lessons reviewed
by the Proctor. Hopefully, by the end of the month, the content of the lessons
will have become a regular part of their teaching.

4. When the £ifth unit has been completed, it is recommended that a
comprehensive examination be administered to the teachers over the content
coverved in all five units. Grading of the examinatjon will be by units
covered; so that it is possible for a teacher to pass the examination entirely
or fail only parts of the examination. The teacher would be able to re-take
and examination over the parts failed after thircty days. The successful
completion of the examination over all five parts should be mandatory and

continuing employment could be contingent upon the successful completion of
the examination,

5. Upon success{ul completion of the examinacion over all five parts,
the teacher should reecelive an appropriately framed certificate as Master Teacher.

A handbook of checksheets on teaching was distributed to each of the
business teachers. Also, a copy was given to the Assistant Director of
MIP and three copies were provided to the cencral office of ESSP.




In summary, by adding the one month requirement on cach unit, the
practical application should greatly increase the prospect that the learned
content in the untis will become a parc of the teacher's everyday instructional
activities. By making the in~service training mandatory and coupling it
with the passing of a comprehensive examination, it will be demonstrated to
the teachers that the administration places a great deal of importance on
the in-service materials.

‘the questions for the comprehensive examinatlons would be prepared by
the consultant., It is recommended that the test questions by kept by the
ESSP administration; and all examinations be prepared, administered, and
scored by that office.

After the business teachers complete the five-month cycle and the
materials have been revised as deemed necessary, a five month period should
be started for the technical teachers. At that time, a decislion would have
to be made concerning the practicum teachers on whether or not they would
participate in the instruction on the five in-service units.

BT S SN




PART Vv
NEW AND UNRESOLVED PROBLEMS

The problems and accompanying recommendations are not presepted In
rank order of importance as viewed by the consultant. Each 1s considered
importdnt to the continuing development of MTP. The consultant ls
appreciative of the consideration given by the administration to the
recommendations that are f{ovthcomlng from the evaluative visits.

fully awvare that not all recommendations arve feasible due to other
factors amd constraints,

He {s

A, Alternates to the List of Selected Tralnees:

A few teachers have indicated that a few studentls come into the program
only for the money. A possible solution may be to scelece a group of alternates
in rank order to selection. Coupling the alternates with the quick aduinistvacive
dismissal to any scudent who falls vo demonstrate an luterest in the program in
a nominal length of ctime (3 or 4 weéks), may alleviate the problem to some extent.
A concerted effort by the teachers along wich using students as tutors of the

newly selected students should be sufficient in having them catch up quickly
with the other students in thelr classes.

In fact, it 1s doubtful} that
anyching is gained by retaining unresponsive students who have no fnterest
in thedr program of study except the money they recelve for attending
However,

it s lmportant not to categorize students, who learn at a slower
pace, as unresponsive.

In addition to the unresponsive students, the decision may be made to bring
in new studencs to replace those students who drop out in the first two or three
weeks of the program and to replace prospective students who are screenced out
through an interview process. Therefore, an alternate list may contain as

many as 25 applicants who could be selected in rank order of thetr overal)
score on the entrance examination.

Students openly adwmle thav the stipend paid to them bas been an {ncent{ve
to attend MTP. That in {ftself is one of the things that the students report

1iking about MTP. Most students appreciate the money and they also appreciate
the opportunity to learn new skills and knowledges.

B. Programs of Study and Schedule of Classes.

There ave several areas Lu the programs of study and the schedule of

classes which elicit a response by the consultant. In fact, curreat practices

in maintaining the programs of study and developing the schedule of classes may
be symtomatic of a more serious problem .in management which will be addressed
later. The evolution of the programs of study seem to be baséd on the old adage
"When push comes to shove, something has to give”. 1t almost appears that the
sole criterion In the programs of study is the 432 class periods per session.
The rational foc adding to or taking away contact periods from variocus courses
{s not readily apparent even though the 432 maxlmum conctact perilods per session
are maintained.

Typewriting 1L

In che 1990 Report or a Vislt, the consultant vecommended that Office
Management students be divided into three groups for Typewriting (1

{nstruction {n the secoud sessinn and that there should be two sections

[
for
all other courses., Although somewhat more difflcult to arrange than two sections

for each course, it is a realfstic scheduling arvangement. 1In fact, the
consultant prepared a, schedule to show hov ft could be accomplished. Also

included Sn the Report was the recowmendation that Typewricing LI contaln

b
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96 class perlods of instruction. ‘The proposed catalog of course descriptions
Msts Typewriting LI as an 84 contact period coursc and cooperatlive work
experlence has been added to the course description.

In the curvent sessfoun {n which Typewrliting 1 ia befng oflered, only two

sections of the course are heing provided. Thig means that with 18 students
[

assigned to each section, each student’s typing time has been reduced to about
five class perlods per week.

Additlonally, the teacher ls required to spend
time, in the next class perfod to introduce the previous Jessons to those students
who were not in attendance the day before.

In the opinion of the consultant, eight class periods a week is an
absolute minimum typing time for the Typewriting JI students to achleve
mimimal typing skills. The reason glven for reducing the sections f{rom
three to-two was that it would disturb the entire class schedule. It Ls
recommended that Lefore Typewrltlng Il is offered in the next cycle, tliat
either the schedule of clasges provide an adequate number of sections to
accomodate each student with a typewriter or additional typewriting stations

be added in the cypewriting laboratory. The latter may be a problem {f for
no other reason than lack of space.

Cooperative Work Experiences

The proposed cataleg stil] llsts Cooperatjve Uork Experience, but then
notes that ¢ 1s part of the Special Records Course and the Typewriting 17
course. In the 1990 Report of a Visit, the consultant recommended that the
Cooperative Work Experience course be deleted from the course offerlungs and that
vicarlous work experience be added as part of the Commuulcations course

Oniginaily, the Communications course was deslgned as a one session
course of 72 contact periods. However, Communjcatjons was offered iun both
segslons of the first cycle. 1In his visit fn 1990, the consultant felt
that two sessions of Commuuications could be jusciffed if the vicarfous work
experience activities were added as part ol the course. Materials were
. developed and forwarded to MTP; 3o they cculd bezome a part of the course.

It is felt that the objectives of the Commiinications ccurse velate more

closely to the cooperative work experience activities than to either the
Speclal Records Course or Typewriting UJ.

Instead of retalning Special Records as a discrete course, apparently
parts of the course have been separated out of the original course and made a
part of Accounting LI with the contact periods for that course being increased
from 96 to 130 contact periods. Special Records Js still retalned as a 96
contact period course, but the hours are evenly divided between those periods
to be devoted to the original content in the course and the unew portion dealing
with cooperative work experience. The portion of Special Records dealing with
cooperative work experience i{s for accounting students only. Therefove, !t
would seem that the typewriting teacher Is expected to devote a proportionate
amount of the Typewriting Il contact periods to cooperative work expevience
activicles for the office management students. in the optnton of the

consultant, this fs a non-working solution to providing cooperative work
experiences to student,

A course descripcion for the revised Specjal Records course is apparentiy
not available. At least, the Director of Curriculum Juformed the consultant

that he had requested a copy of the course description, but it had not been
forchcoming from the teacher.

Regardless of where the vicarious work experlence are provided the
students, Lt is recommended that the Cooperative Work Experience Course
be deleted from course offerings and that an appropriate course description

of the vicarfous work experiences be made a part -of the applicable course or
CONES 15,

9




Electronic Calculacors

The Electronic Calculator Course has been deleted from the prograi
of study for all business students. Duplication of the mathematics in
the Mathematics Course and the Electronic Calculator Course was evident
at the time che business programs were developed two years ago. Jt would
appear to be a good revision to incorporate the teaching of electronic
calculactors as part of the macthematics offeved in-the first session.
However, the accounting teacher has indicated that three teachers presently
teach the use of the clectronic calculator; namely, the accounting, computer,
and mathewmatics teacher. It is recommended that the segments of the original
course description for electronic calcualtors be made a part of course
descripcion for the course in which the jnstruction now takes place.

Machematics

There have been major modificactions te the mathematics course offerings
within the past year. The Mathematics Couvrse for office management students
in the first session has been increased from 48 contact periods to 60 class
periods while the first course for accounting students has remained av 48
contact periods. More surprising is the deletion of mathematics as one of
the courses in the second session of the accounting program, but the retention
of the mathematics in the second session for the offlce management propram.

In the workplace, accounting employees generally.use a higher level of
mathemacics than that used by office management employeces.

In the interviews with students, one student related that the mavh
level tested on the entrance exam was higher than the mathematics taught
at MT?. He majntained that the mathematics was nothing more than
elementary arvithmetic.  The Direcvor of Curriculum at MTP informed the
consultant that he felt the student's statement was true and that he had

been cncouraging the mathematics teacher to upgrade the course of study
. in mathematics.

1t is recommended that the mathematics course offerings for business
students be reviéwed during the first term of the next cycle. The resulrs
of the entrance exam administered to the next group of students should be
studied in order to establish the starting point for mathematics instruction.
In the ¢Vent that an upgrade in the mathematics course material is néeded,
it may be feasible to reduce the macthematics course offerings to one course
for both the accounting and the office management students because some of
current, content would be removed from the course of .study.

10




C. Orpanization and Management:

Several changes have come about Jan the past two years 'since MIP was
first established. Courses of study have hcen developed, implemented, and
even modified. An addicional 24 weeks of instruction have been added for
the top graduates of the regular programs. Another center has been added {n
Quetta, Two administrators have resigned and have gone to America, one to
the United States and the other to Canada. One of the key Instructors in the
Business Programs has resigned in the middle of the second. session and the
person employed 25 Proctor of In-Service for Teachers was assigned his
teaching resporsibilities in Communicat Lons.

Now, after two years of implementing the basic programs and operations
of MIP, it {s reccmmended that steps be undertaken to fully "institutionalize"
MTP. "Institutionalize” as used in this Report means that MIP bacomes a
smooth, almost machine like, operation in which everyone knows his asssigied
duties and respongibilities, and everyone works -together cooperatively to
achieve the objectives established for MIP.

To achieve full institulonalzacion of MIP, Lt is the opinton of the
consultant that an indepth study of MTP should be undertaken- in order to
to establish (or reaffirm) a workable organization in which management can

operate efflclently and effectively to assure maximum learning experiences
for the students.

There have been incidents reported as well as observed to f{ndleate that
there is laxity in the everyday management and operatlion of ti..» MIP, Peshawar.
Also, there 1is credence to the suggestion that the teachers have been
successful in playing one administrator against another. The conflict between
administrators appears to have become a major management problém. The
subordinate person, who may have been damaged the most from this conflict, is

the Assistant Director, of MIP, Peshawar. It is the candid assessment of the
consultant that should he remain in his present position, it will be an uphil}
struggle for the Assistant Director to regain the stature that he enjoyed when
he first came to MTP., 1In the opinion of the consuliant, however, the chances
are very good that he can succeed assuming the head leadership of MIP, Peshawar,
makes in absolutely -clear that the Assistant Director acts with full authority.
When teachers learn that they can no longer circumvent the AssistantDirector,
when he 1s carrying out his assigned responsibilities, MTP, Peshavar, will be
taking 'a major step in establishing the Assistant Director as one of the key
persons 1in administering the Center., The Assistant Director is certalnly
entitled to demonstrate that under favorable circumstances, he has the personal
skills and technical knowledge to succeed in his position.

While recognizing that the ESSP adminiscrative leadership is very
knowledgeable on organization and management, the consultant has presented
some of the steps that he feels important {u the study and implementation of
a workable organization and management system f{or MIP.

1. Determine the Relationships Between Centers:

Three different types of relationships are provided in this Report. theze
may be others which the Central Administration may wish to consider.

A. MIF at Feshawar is the main center and all other centers are
satellites to it.

fu this crganlzational structure, the administration of MIP {n
Peshawar directs the operations for MTP and also each of Lhe centers.

il
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This relationship is {llustrated in the following example:

Oir@c;‘-orﬁmJ Staf s .
MTP Peshawar . ‘

I | ]

Sarte/ite
Cléaﬁf_é;~4

e
C ot ber B

All centers away from MTP at Peshawar are co-equals to MTP in

Peshawar:

In this relationship, a Director would be employed. to provide broad
administrative leadership to all centers including MTP at Peshawvar.
Hlis headquarters may be at MTP ju Peshawar or at any other locacion.

C’O ("ﬁ/'?\' “° 2;;’-'.

The Mrector stives for uniformity without conformity among the

centers,

autonomy in its operations.

The Yirector may have speclaliscts to as
such as a Coordinmator of Curriculum
tave staff responsibilities throug

This relacionship is reported in the {o)lowing ex

ssist him (n bis vespensibilivies
and In-Service Speciniisc who will
hout che system.

In as much as possible, each center is given Jocal
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Each center has its own administratvion whi
the Central Office of ESSP.

«ho has a group of staff spec
Administration of ESSP
from any other center.

l

|

s :
Center 3 [
I

Each center operates as a separate entity:

ch reports dlrectly to

Each center would have a direceor
lalists as approved by the Central
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2. Develop Poles aud Responsibilities:

Once the Organivacion structure for the cncjre system has been agreed
upon, voles and responsibilities of the key top adminlstrators should be
develop and they should relate directly to the organizacional structure
agreed vpon.. Roles and responsibilites developed at this rime should includ2
any résponsibiiicies which may be assigned later to lils subordinates. For
example, in A, it would be the Directdr of MIP at Peshawar and the leader of
cach of the centers. 1In B, {r would be the Director of the system and the

leader of each center including MTP at Peshawar. 1In:C, it would be the
leader of each center.

3. Assiph roles and responsibllities to positions:

After the roles and responsibilities have been established for che
key leadevship positions, the next step is to determine how many ancillary
positions,.are neceded recognizing that there may be budgetary restrictions
on how many staff positions rhat may be employed.

A detadled organizatvional chare should be developed for all of the
approved pnsitions to show both staff and line responsibilicies of the
approved pasltions, [t should be noted that some authorlties would recommend
that the key poasitions be filled and these persons would then become fnvolved
in the development of the complete organizational chart. Jlt seems to be better

at this point in cime for the ESSP administration to develop the organization
chare.

Hone of the three plans is necessarily the best plan. Each has .inhereat
advantages as well as dlszdvantazes. Regardless of the plan selected
dynamic ieadership is essential to fts suecess, lost arganizational stractuyres
in educatlonal Institutions generally fail because persons in key leadership
roles fail to carry out theiv assigned vesponsibilities or because key

lcaders refuse to cooperate {n making the organizacfonal plan succeed.

4. Job Descriptions:

A detailad job description should he developed for each pusition
that Ls identified {n the oxganizatlomal chart.

5. Evaluaclon of current MTP employees for positions identified in the
organizacional chart:

Lt is difficult not to comsider current employees in the development
of the organizational, chart, but it Is more effective in the long run to
evaluate them for positions after the chart has been developed and the
job descriptions are in place.

6. Filling the open positiouns:

After MTP amployees have hecn evaluated -and qualified employees placed
in positions fdentified on the orgunizatlonal chart, all other positions
should be declared open and steps should be taien to {ill them. The highest
level positions should be {illed [{rst; so those persons can have input on
the selection of persons for the lower level posjtions.

7. lmplementing the organizational structuic and management System:

Once the organization structure and management system is fully
opecational, copies of the organizationa) chart and acccompanylhg job
descriptions should be duplicated and made available to key stall members,
especially teachers. Meetings with the snofl should be held re euplata
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the system and to respdiwd to stafl quesclons. [t -then becomes the
responsibllity of the kéy leaders to male aure (hak the argantzational chart
{5 obsérved by all staff ard that che frersons tdent{fied on the organfzattonanl
chart carrvy out thelr assigned dutics and: responsihiticies.

The primary reason fov submittlng the Juformation on the study of the
organization and management syatem at MTP, Peshawar, |

ESSP not to let the vacant position of Dicector bogome the driving force

in the quick appointment of a.new director. Some study is warranted before
a nev director, in whatever form, is employed,

£ to cautfon the

b, Advanced Courses:

In 1990, the proposal was accepted to provide an additional 12 wvecks
,of instructlon o the top graduvates from the varjous programs off{ered by HTP.
in the cycle Just endihg, the advanced students are concludlag 24 weeks
of advauced ipstruction. Lt s not the fntent of the consultant to gquestion

the extension of the program [rom 12 wveeks ro 24 weeks, but there are some
-cautionary concerns that appear re he notewortly.

Lo Tt ts assumed that che budgetary a)lonarticons for ewpplies and
materlals for the advanced courses. are Ln addlition to the budgarary
allocatlons for the supplies and materials used Ia the vepular program.

2. The second 17 week sessjon g merely san extension of the courses
offered in the first 12 weeks

Uhat study went into the decision to extend

the advanced courses offeved In the flrst twelve weeky for aun additional
12 weeks?

The question arlses on whetlier thére may wave been other coursces
thut may have been more benefjetlal to the students rhan the ertension of
courses in which they had atready attended {or 12 weeks?

3. 1t would appear that the main objective of the advanced courses
has shifted from tha- of providing persons in leadership roles in the
reconstructlon of Afghanistan to that of upgrading MTP from the vocational

Jevel to a technical school level which has a major component of general

education,

This observation comes (rom the description {
catalog.

the pronosed

E. Re-statement of Recommendations in the 1990 Reporc of a Vistt:

A review of thie 1990 Report of a Visit poluted up the need to re-state
the recommendatlons in that Report that dealt with new program development,
prograr quality, and course vevisfons. It ks (e}t that these recommendatjons
have not veached an acceptable level of achievement at this time. While Listing
the above recommendations from the 1990 Report ar «lill neading attention,
Lt should be menttloned that almost all other trecomendat Lons fa 1990 have
been addressed and/ov fulfillcd,

New Program Developmeut

tt 1s recommended that all futuve development of programs be Ilnltfaved
at least six months before the Implementation date. Whlle six montha may unot
alvays be {easible due to the [ast changlng envirsoment {n which M{P operates,
ft should be noted that liere ave always many questions to be resolved, such
as Instructional des{gn, budgetury needs, Lcacher needs, and space neods,

Certaiuly, for the present site of WIP at Pechawar, Lhd six months should
be a reasonable time,




Program Quality

- Program qualicty is essential to the continuing success of MIP.
WP has made great strides in its short time of existence, optimum qualicy

has not been achidved. For example, there still scems to be a lack of
adequate and meaningful practical applicacton.

thile

Assurance of program quality is the vesponsibility of the .adminjstration.
Le is MIP that places its stamp.of qualicy on each graduate when che diploma

is granted at che end of the training. There are some steps the adwminfstration
may take to assure program quality:

1. Review all final examinations to determine the level of difficutly of

test items and follow up on the success of the students in completing
the examination.

~N

Set up a schedule of .review for each program offered at the

MTP and the support courses which are common to all programs.

For example, accounting courses may be reviewed {in one cycle,
‘English in another, and mathematics in still another cycle. Theve
Ls nothing to: prohibit more than one area from being reviewed In the
same cycle. 1n fact, in these formative years, it is probably

good to have every program and support course evaluated over the

next two cycles because MFP at Peshawar has been operational for
two years.

3. Develop standardized tests on the program content which has been
presented in the 24 week cycle. For example, for the business areas,
there would be a standardized test {or accounting students which would
be based on the material covered im Accounting 1, Accounting 11, and

.Special Records. Office Management students would be tested on
Records Management, Of fice Management, Typing 1 and Typing 11,
Someone other that the MIP teachers should develop the standardized
tests. The standardized cest concept provides an excellent way to
compare the current class of students with previous classes of

students on a program by program basis. [t also establfishes the
Jevel of quality in che program

Course Revisions

An approval process should be escablished for the revistfons of courses.
One administrator should have the responsibilities for reviewing all
proposed course revisions. The administrator with the assigned responsibilficy
may have che authority to approve or disapprove proposed revisions or it may
be determined chat all proposed course revisions shall be reviewed by all
administrators at MTP or by a committee that may include teachers. No

teacher should be pemitted to revise courses assigned to him without prior
approval of the administration.

In summary, administrative leadership of New..Program Development,
Program Quality, and Course Rev’sions is key to the continuing improvement
in these areas, All three areas relate directly to program quality. Recent
changes in programs and a strong sense that some teachers go about teaching
only that which they know or what they want to teach suggests that program
quality may not have improved as much over the past 14 months as one should
expect; especially since the programs were {n their second year of operation
when noticeable improvement should be immediately evident.
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PART VE
. TEACHER INCENTIVES

In this parc-of the Report, non-salary and/or (ringe benefits
incentives are addressed by the consultant. The teachers ave highly
dedicated, and generally qualified for their teaching assignments. While
salary is important to the teachetrs, job satisfaction and a feeling of
being appreclated are also essential to thelr contivuing interest {n theilr
teaching assignments.

Non-salary and fringe beneftis incentives generally cost little in money,
but once implemented and carried on as part of :the regular operations of the
institutton, they can have a major impact on the overall climate throughout
the institution. Teachers will feel better about themselves, about the
aduinistravion, about the studeats; in facc, they will feel better akout all
aspects of their job.

I the opinion of the consultanc, the main incentive is administrative
leadershlp that makes teachers feel Lmportant as well as wanted. 1The
leadership should meet regularly with teachers either individually o,y 1n
groups. Some meetings may be formal sessions, but most meetings. wiil be
informal contacts in the f{aculty ‘room or fn other places. In as much as
possible, cteacher imput will be obtained on matters affecting them before
decisions are made, Teacher problems and concerns should receive high
priority from the administrative leadership and should be addressed [orthwith
with immediate feédback given to tlia concerned teachers.

The administracive leadership should be constantly aleért te noteworthy
performances by the teachers, such as the development of learning materials
prepared fov their classes. These noteworthy performances should be jccognized
efther verbally to the teacher or in staff meetings ot with written commendatioas.

It is suggested that a teacher appreciation day be held at the end of
each cycle with a specinl luncheon which {s atctended by tae key admimistrative
staff {rom ESSP and MTP.

Public recognition of teachers is another incentive for teachers.
Perhaps, on an experimental basis, students in cach of the programs could
vote on the best teacher in their program and the chesen teachers could be
recognized at graduation.

In addressing teacher fncentives in this Kepori, the primary intent was
to address attention to making teachers feel wanted and Lo be appreciated.
buring che forseeable future, ‘ffrm and even strict adhierence co rules and
vregulations should Le required of all teachers and sta(f in ovder to
achieve an ovderly and efficlent operation ac MTP Peshawar. Teacher
incentives, such as the ones suggested in this report is one way to
demonstrate to the teachers that they are not belng punished due to
happenings of the past, but rather the change in management is essential
to the continuilng success of MTP.

Another suggestion came from the interpreter who recommends the use
of guest lecturers or resource persong to address the teachers on educational
matters or to conduct workshops and seminars.

In a meeting with tveachers, they suggest a short break between cycles,
The consultant agreed to place their suggestion in his Report, he feels
such an issue {s something the Administration shculd address in terms of
leave policies for all other ESSP employees.
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PART VII
CLASS LOADS OF TEACHERS

Every effort should be made to equalize teaching loads among the
various -teachers and between the. two sessions taught by each teacher.
Teachers, who end up teaching in the second session with a combined total
of less than 48 class periods, should be assigned extra work. This extra
work may be related to his assigned courses, or they may be done anywhere
at MTP, These extra assignment should be approved by the Director and a
writcen record should be maintained of all extra-assignments; so that the

teacher receives credit in his total load assignment for the two 12 week
sessions.

Office records of the teaching assignments of the full-time business
teachers in the Third Cycle are listed below:

CLASS-PERIOD ASSIGNMENTS

Teacher's Nane First Second Total
12 Weeks 12 Weeks Class Periods

Amanzie 16 27 37
Asif 29 27 56

. Ban'~wall 24 (4 weeks) 24
Nissar 30 30 (8 weeks)
Saleh 19 24 4H3
Sultani 10 30 40
Wardak 32 14 46

It is noted that Sultani has an extremely light teaching load in. the
first session. An introduction to micro-computer class was added in the
first session of the cycle just concluded. The class periods for this
course could be fincreased from one class period to two class periods per
week by reducing civics from two to one class periods per week. One
class period per week was devoted to civies in the first two cycles.

The reduction of the civics hours is an example of how increased hours
for computers in the first session can be arranged. From whatever the source
of additional hours may come, the sole criterion for increasing the computer
hours should be based on the decision that the students’ time in computers is
more important than the hours in the course from which the hours were taken.
If an affirmative decision cannot be reached on the transfer, additional class
periods should not be allocated to computers.

An example of an xtra-work assignment would be to have the English teacher
teach a special course for the MTP staff who cannot speak English.
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PART VIIL
MISCELLAREOUS RECOMMENDATIONS

In cthis part of the Report, severarl recommendations are addressed
whilch deals wich mlscellaneous Liems.

A. Refinishing Table-Arm Chalrs*

Lt Ls recommended cthat at the end of the next cycle, the tablet-arm
chairs be refurbished and refinished. Roger Miller has indicated that some
of the.tablet-arm charis are worm iufested. The tablet-arm chairs have
been used outside and many wre now weather beaten. There are many chalrs
in a storage bin at MTP. All of the chairs should be inspected. Parts of
one discarded chair may be used to repair another damaged chair. Also,
sufficlent chairs should be placed in each classroom; so students do not have
to drag In chairs between classes. 1In one class visited by the consultanc,
students, who came in late, came to class dragging a chair behind them.

B. Published Schedule of Duplication .Services:

Teachers and students veported a lack of white paper as a reason for

no handouts in the classroom. The Assistant Dircctor indicated there was

no shortage of white paper, but chat the teachevs walt until the last minute
to request coples. A written schedule should be published which reporcs the
amount of lead time that is required to getr materials duplicated. Yor
example, a simple statement, that two working days are required for the
duplicacion of materials should be sufficient, Materials requested on
Monday would be ready ac 8:00 A. M. on Wednesday.

C. AMudio-Visual Materials For Teachers;

The need f{or audlo-visual alds {or usc In the classvooms and
is a continuing concern of teachers {rom both the business and the
programs. 1t is recommended that the Assistant Director meet with all teachers
and -develop a detailed list of their needs or wants. Thie list can then be
reviewed by the ESSP administration in some logical order.

laboratorlies
vechnical

It 1s ntoed that the business teachers request whiteboards because
the dust from the pakistan chalk {s a health hazard,.

D. Podlum Construction:

- At one time, a teacher's desk was recommended for each classroom and
it 1s beliéved that they were placed In cach classroum. However, there is no
table for the teacher in any of the genevsl classrooms. Teachers come {nto
the classroom and hold their notes or book in one hand or the other throughout
the class period. Teachers have indicated a podium {n each classroom would
be more beneficial than a table. ‘Therefore, {t is recommended that the
carpentery students design and construct a podtum for cach classroom,

E.

Combining Two Class Periods for Selected Courses With Practical Application:

It is strougly recommended that consideration be given to combining two
class periods for selected courses; namely, computers, accounting, and typewriting.
For example, in the second session of classes, accountiung courses could alternate
with computers and typewrlting courses could also alternate with computers.
It Is not unusual for the teacher te take a large portion of a class period to
introduce a lesson leaving the students only a few minutes to practice what
had been introduced. The number of class perlods per week would not be Increased,
but students would attend classes fewer days each week. For example, computer

students would attend classes three days a week as upposed to the present six
days per week.
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An example of how the double pericds
You will note -that ‘the Accounting A and Accounting B students fiip flop

between computers and accounting. The day that Accounting A students have

computers, ‘Accounting B students are in accounting; and vice versus.

would work are provided below.
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F. Review of Catalog:

Most of the comments concerufug the Catalog relate back to problems
dealing with the Programs of Study and Schedule of Classes,
comments ate written on the
Jervy Boardman's office.
at the

The consultane's
copy of the Catalog which wag recelved from Ur,

The capy is befng returued to Dhr. Jerrvy Boardiman
swme time thav a copy of this Report e forvarded (o him.




G. Entrance Examinaclons:

A review of the entrance examination used in the last cyc¢le rvevealed
that only the overall test scorve was recorded. For students accepted fnto
the program, the range in scoves was {rom 87 hieh to 50 low. The medinn
score was 56 which means chiat hall the students had a completion vate of
neax the 507 Jevel. ‘The comsultant and his assistaut, Enayac Shahrani,
were attempting co, identlfy the students' leve) of completion §n the
mathematics area of the examivation, but that information was not tmmedtiately
avallable. ‘Therefore, in addftion tvo using che overawl examinacion score
for admisslon i{nto a program at MIP, Lt Is recommended the examination serve
the dual role of providing diagnoscic informatjon on how cach student did
on cach major area of the examinatlon, such as mathematics. 1The diagnostic
analysls could come after the students have been accepted Into a program

at MTP; so that {t would not Interfere with the main task of screening
students fovr admission to TP

H. Overly-Qualiflied Students:

fhe concern about overly—qualifled students bas been expressed on
a few occuslons durlung the consultant's cuvient vislt to MTP, Peshawar.
1t L8 felt Ly some persons thac the overly-quatifled students have come to
MTP for only the money and not the trafning. Uhether or not there are
guch students who have been admitted fnto oune of the programs at P may
be a topic that the leadership may wish to explore. ‘The consultant had
interviews with two students {n the advanced courses who may have been
overly qualiffed or at least took slots from students who could have
benefitted more from the sezond 24 weeks of instruction. One of the students
iad his degree from Kobul Unfversfity and the other one had taught {n the
Pakistan area fov three years. [t is possible that staff members are drawlng
conclusfons from a few §solated {ncidents, ov there may be several students
who could be legitimately classlf{ed as overly-qualified. Tactual data
should be avallable vo dectermine whether the admjttance of overly-qualified
students {s or i{s not a problem.

Meing the exlv incerview, it was suggested that an interview could be
bullt inco the selectlion process. 1t Is felt that suggestion is worthy of
follow-up. If it is too much of a task to interview all potential finalists,
theve may be ways to {dentify 25-30% of the finalists in which there ave some
questions about their being over-qualifled.

1. Advisory Board:

Communlcty colleges fu Amerlea make extengive use of advisory boards
whtich are organized for che valous vocaclonal/technical programs offeved
at thelr institution. The ESSP adminiscrvation may wish to explore the
establishment of one such advlsory board fov MIP. The advisory board would
have no power, but would advise the ESSP adminjistraclon eon those matters
brought before Lft. A key objectlve for organizing an advisory board at this

time would be to promoce MIP programs aod vo bulld a greater avarencss of
MTP in the lmmediate geographic avea,




PART 1X
PROJECT PROPOSALS

As a follow~up to this visitatton, the fobllowlng proposals are submitced
to the appropriate off{iclals for review. Al) of the projects covered in this
proposal would be completed in Omaha, NE, USA. ‘The first two proposals would

be complefed as part of cthe consultant's original contract to work unttil
June 29, which means six work days wil) be devoted to the first two projects.

1. Develop a conceptual design (or a cooperative program for students
which will prepare them to joln together In the operation of thel: own busiuess.
Included wlll be a proposed course descriptlon and a broad out)ine of student
activities. This conceptual design can then be reviewed along with any proposals
recelved from Roger Miller for the full development of the course. 1 the

consultant were asked to develop the jessons for the agreed upcn course, another
contract would have to be arranped.

2. Develop a deslgn for the standardizatjon of programs and courses
whilch will systemlze current program and course offerfugs and which wiiid
provide a baslc format for all future programe and courses. Developing
the fomate for the use on the computer wil} be exploved.

The third proposed project is for the development of a tegt bank of 500
gquestions to be used to test teachers over the {n-service materfals.
each unit, a tesc bank of 100 questions will Le developed. The cost for
the development of this test bank will be $870.00 plus expenses. 1t is

estimated that ft will vake one and one-Lalf{ days f{or each unit or a
7.5 days {or all five days.

For
total of

At 1o cost to the ESSP project, the coasultant plans to investigate
IBM compatible computer programs that may be obtajoed at noninal cost to

maincaln some of che recovds required for MTP Including the making of a class
schiedule.

Also, the consultant plans to study the secomd session classes and forward
gome sugpestions on how to schedule the classes., This will be of no cost to
e,

Flually, the cousultant plans Lo develop a short computerized Jaformation
sheet that the selected students wili complete upon thelr arrival for the {Lrst
time for classes, Once the informatlon form is put in place and data collected,

3 . £
MIP will have a bases for .compatlng one class of students with othoer classes of
students. There will be no cosc to HIP.




PART X
CONCLUSIONS

Interviews and observations conducted by the-:consultant indicates
that progress has continued in MTP at Peshawar with the third cycle of
students. scheduled to be graduated shortly., Teaching material~.rentinue to
be developed with much of them being published in book form.

Most teachers have continued to grow in their positions. Without
exception, the teachers appeared to be relaxéd and confident during the
classroom visitions conducted by the consultant and- Dr. Shahrani.

It is encouraging to note that the ESSP administration is moving forth
rapidly at MTP tc esctablish a positive working relationship with the ceachers
and staff. In visiting with the teachers and staff at MTP, everyone has
expressed a strong commitmént to MT? and its objectives to provide ‘the best
possible learning experlences f{or tue people of Afghanistan. ‘lhat commitment,
ceupled with a {irm determination of everyone at MTP, will result in strong
programs of study at MTP, Peshawar.

Many suggestions and. recommendations have been included in this Report
of a Visit which implies that many things need fixing, While that may be
partially true, it should be noted that in assembling information for the
Report, students told us many things that were good about MTP, Peshawar, and
when they were given the opportunity to tell what they did not like about
MTP, they refused to comment. Teachers and staff made suggestions f{or che
improvement of MTP, but with the exception of one or two incidents, there were no
derogatory remarks about MTP or people associated with i{t.

MTP 1s an outstanding program and perhaps too much has been expected
in a .short period of time: As long as there 1s funding for MIP, it will
continue to serve huandreds of people from Afghanistan who would not otherwise
be served, and they will serve them well.




AFPENDIX
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. TEACHER IN-SERVICE
HANPORER TRAINING PROGRAM

THE STUDENTS' PROFILE OF A TEACHER'S EFFECTIVENESS
* TBACHER'S NAME:

TEACHING AREAS: .

KEY: 1 = I believe the teacher needs improvement in this area,

= I believe the teacher does an adquate job of teaching in
this area.

= I believe that this is one of the teacher’s strengthsg.
= This is not applicable in this course.

N

oW

) 1. The teacher’s lesson plans are usually well organized.
: 2. The teacher is usually prepared to teach his lessons.

. 3. The teacher arranges time durinyg the class or laboratory

period to give students feedhack on how well they are
doing.

4. When the class starts, the teacher usually has all

materials and equipment ready for the students or hls
use,

§. 'The teacher uses appropriate instructional techniques
{Such as lecture, demonstration, or ¢question and answer)
depending upon what is being presented to the students.

6. The teacher does a good job in explaining things to his
students.

7. The teacher has a good knowledge about his students.

8. The teacher adapts his teaching to the individual needs of
his studentcs.

9. The teacher has a good knowledye of the subject
matter being presented to the students.

190. The teacher measures and evaluates the progress of his
students in a fair and imparcial manner.

11. The teacher’s measurement of students’s progress 1is
based upon an adequate number of measurements including
tests, observations, student demonstrations, and
participation in classroom discussions.

12- The teacher makes sure that the objectives for the lesson
and/or the course are clearly understood by the students.
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TEACHER IN~SERVICE
MANPOWER TRAINING ‘PROGRAM

THE TEACHER’'S PROFILE OF TEACHING EFFECTIVENESS
, TEACHER'S MNAME:

TEACHING AREAS:

KEY: = I need improvement in this area.

1
2 = I feel I do an adquate ‘job of teaching in this area.
3 = I feel that this is one of my strengths in teaching.
4 = This is not applicable to my teaching areas.

1. My lesson plans are generally well organized,.
2. I am usually prepared to teach my lessons.

3. I arrange time during the c¢lass or lraboratory period
to give students feedback on how well they are doing.

. 4, HWhen the class starts, I usually have all materials and
equipment ready for the students or my use.

5. I feel that I use appropriate instructional techniques
depending upon what is heing presented to the students.

6. I feel that I do a good job in explaining things to my
students.

7. I feel that I have a good knowledge about my students.

. 8. I feel that I am able to adapt my teaching to the
individual needs of my students.

'9. I feel that I have a good knowledge of the subject
matter being presented to the students.

10. I feel that I am able to measure and evaluate the
progress of my students in a falr and accurate manner.

11. I feel that my measurement of students’s progress is
based upon an adequate number of measurements including
tests, observations, student demonstrations, and
participation in classroom discussions.

12. I feel that all of my lessons are prepared around vell
established objectives,

_ i3. I feel that the ohjectives of my lessons are clearly
understood by the students.
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