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KXI'KKiib'ION 01' CKATITUDK

Dr. Enayat Shnhrani served as an able assistant to die consultant
during his stay in Peshawar. His assistance in conducting evaluative
sessions and participating in Che classroom evaluations and conferences with
teachers were essential Co the preparation o£ an accurate report.

Dr. Shalirani provided valuable insighc to the consulcant in die
preparation of his report. He also submitted suggestions Co be included
in the report as well as assisting the consulcant in drafting parts of the
report.

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

Milan 15. Dady
June, 1991

ii



lllil'OKT OK A VISIT
TO THE MAflPOUER TRAINING PROGRAM

Hy

HUni> n. Daily

PART 1
INTRODUCTION

The time of Che visic co die Manpower Training Program was arranged
primarily to provide opportunities for clip consultant to visic in the
classrooms and to conduce evaluation!-. o£ tcachc.rs both in a formal
classroom setting and In informal groups. The vtr.lt focused on Clio
following bnsic areas:

1. To conduce evaluations of huslncs.'; teachers by the students, by
Che consultant wicn chc assistance of an interpreter, am! by
teacher self-evaluations.

2. To conduct interviews in order to gain input, from students, foacherr,,
ndmj.nistrntors> and staff on the status of tll'l'.

3. To ascertain the status of th« ln-servj,ri! materials prepared for
teachers and to assist In moving -Clio In-scrvlro program forward
to chc fulfil.lment of Its luti'iidod purpose.':.

if. To .identify any new or unresolved problems of the past and to
recommend possible solutions to the administration.

5. To explore the development, of a cooperative program which •-•ill.
prepare students to join together In operation of their own
business.

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

Interviews were conducted wJth teachers, students, and staff. These
interviews involved teachers and students from both the Accounting Program
and the Office Management Program. Evaluation.-? were conducted, classrooms
were visited, and learning and other materials were reviewed. There were
maple opport'jnlties to observe the facilities and to intermingle with the
students on an informal basis. It is felt that sufficient input was attained
in order to respond to the basic purposes of t'.ic visit.

PART II
INTERVIEWS

Interaction with teachers began with a brief meeting with all teachers
at MTP 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 informal meetings with
the touchers, primarily from the business programs.

Somewhat formal sesolons. wore conducted with approximately 30 students
divided into groups of ten students. Informal meetings were held with the
students at MTP while they were between classes or examinations.



Formal and info mini interviews wore conducted with teachers, .•idint»l«ir.it<ir4.
a:>d staff throughout the period of the visit. Comments dint arc provided in
t'iis Report have been gleaned from comments made in both formal and Informal
interviews with persons both in group and individual sessions. Comments of
a highly personal nature have not been listed. No attempt iwas mode to rank
the comments in order of importance or to identify how many people may have
made the same or similar comment. The comments ore not reported verbatim,
but are summarized in tiie best interpretation possible.

1. Coinmentst.Frora 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 die information anywhere
—New courses that were very interesting
—Education helps us at home as well as at school
—Can use the education in Afghanistan
—Happy with the financial arrangement
—Liked the computers
—Learned p^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
—Entrance exams evaluated students very wisely
—Good relationships between students and teachers
—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 elementary arithmetic

taught at "MVP
—Need increase in stipend; especially married students; money all,

gone by end of the morxth
—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 other;;
—Teachers like to help students
—Shortage of- equipment 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 cor.ie to class with lesson plans



--Teachers worked wlcli then on practical .ippllcat Jons
—Teacliers assigned homework
—Students .should be paid for overy day except Friday oven wlion <ictn>»l

is closed £oc a holiday
—More practice time needed in typewriting
—Have scholarships for students
—Must get a job after graduation or will lose ski Ms
—Provide field trips
-riiegin 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 nnd in 1990, it was
interesting to note that the current students indicated thay had attained the
skills necessary to find employment while che students in 1990 were very
much concerned about employment and were very much concerned about what Mil'
was going Co do jn assisting chain in a job Placement. The consultant can
recailJ only one student who mentioned Job placement this year.

2 • Teachers, Admin Is era torn ,__a_ml__j>ca_f_f :

—Teachers need snore materials and resource books
—Teachers get a run around from administrators
—Teachers cannot pot clar.fi materials duplicated; there Is a shortage

of. wliice paper
—There is no shortage of white paper, teachers always wait until laat

minute to request materials to be duplicated
—Teachers should sign in and out of MTT in nn assigned administrative

office
—Not enough time in my classes
—Teacliers' meetings are usually held about once a month
—Teachers in the business and technical areas get along wolI together
—Same pay for all teachers is not fair to teachers with more education

and more teaching experience
—Students in the business and technical programs intermingJe during

breaks and lunch pfiriods
—Promote students inadvanco class to still, another higher .level
—Place more than 20 students from business ptograms into advanced classes
—Need more audio-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 to nine months
—Typing is a woman's job, accounting students don't -iced typing
—Provide the Persian program for the computers
—Provide Persian typewriters



I'AKT I L L
EVALUATION'S OF TEACllliKS

A shore evaluation form was administered to die students in one of
che classes caught by c.ich of chc business teachers including Mr. tlissar
who has been only part-time in chc past month. Each teacher selccccd the
clnss to which Che evluacion Crow was- to be administered. For each of
chc 12 items contained in die evaluation form, chc suulencs uerc asked Co
rate die cenchcr on o 1, 2, or 3 ncale (1 « Needs linprovcmenc , 2 " Acceptable
Job, and 3 » One of che Teacher's Strengths). One point was assigned Co 1,
chree points to 2, and five points co 3. The cvnlu.icion form was designed
co provide feedback on the five areas covered In che In-Service MacerJaJs.

The chare below records dip results of the tablul.itlonr, of chc completed
forms. The teachers ace listed only hy number and ai:e reported in ascending
order by their composice average on the I?, items;. It would appear thaf most,
if not all of die teachers, will be able co benefit from complecing che
in-service units. Instructional systems and Jonson planning received che
highest racings from Chc students while objectives and individual differences
received die lowest racings. The chrce ceachcrs with chc highest racings
on die composite average were ,»l.>nlst'cntly high in all five in-service areas
and che three teachers with the lowest composice nvcrap.os wore consistent)/
low in all. five area.

STUDENT EVALUATIONS OF TI-.AUIF.rtS

Teacher
Number

1
2
3
/,
5
6
7
8
9
10

Composite
Average

3./i/.
3.99
it. 02
It. 52
A. 62
A. 63
/•. 73
/(. 76
/i. 83
/..83

Objectives

2.50
3.86
3.20
A. 27
A.AO
A. 38
/i. 56
4. 43
5.00
A. 76

Measurement/
Evaluation

3.28
/i . 1 A
A. 20
A. 51
A. 65
A.AO
A. 76
A . 86
A. 91
A . n/i

lnstrvictlon.il
Systems

3.78
A. 05
A. 07
A. 51
A. 65
A. 78
A. 72
A. 86
A. 78
A. 92

Lesson
Plans

3.75
3.95
A.AO
A. 63
A. 67
A. 89
A. 78
A . 6 A
5.00
A. 76

Individual
Differences

3.08
3.8f>
3.50
A. 36
A. 5/1
A. 52
A. 6 7
A. 86
A. 6 7
/. .76

Average it . it 5 /. . 3 ! . 28

KEY: Objectives—The teacher used clearly Bt.iteil objectives understood by
the students.

Measurement/Evaluation—The teacher measures and evaluates che students
in a fair and Impartial manner.

Instructional Systems—The teacher uses die appropriate instructional
methods, such as lecture, demonstration and question/answer.

Lesson Plans—The teacher's lesson plans arc well, organized and the
the teacher is usually ready co tcncli Ills lessons.

Individual Differences—The teacher adapts his coaching to the individual
needs of students.



In addition co die student evaluations of ilio ic.ichcr.'i, n clan;;room
visitation was conducted in die classroom of every business teacher except
Mr. Mssnr. Overall, the consviltant was impressed with die teaching dint
was observed J,n the classrooms. The teachers jjfiiier.illy involved the
students in their classroom presentations ami (.lie students seemed to bu
extremely responsive. Some 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 we!.l to administer these
forms,-or another evaluation form prepared by the administration, toward the
end of each 2<i week cycle. Administering the student evaluation form to the
students in just one of the teacher's class should he sufficient. It Is
extremely important to administer the self-evaluation form to the students
in the U week cycle in whj.ch the teachers complete the In-service materials
since the evaluation at tills time serves as dip. pro-test for their study.



I'ART IV
IN-SliKVlCli FOR TEACHERS

The £ive units of in-service materials have been translated to Oar I and
are now ready for use by Che tpachers. 1C is hoped that an qualified I'roccor
may be employed even on a part-cinii> basis.

After being here and visiting with the staff, the consultant now
presents Che following timetable and recommendations.

1. The following timetable be established for (.lie completion of (.he
five in-service units:

September: Unit I, Objectives

October: Unit 11,, Measurement ond Evaluation

November: UnJ.c III, Instructional Systems

December: Unit IV, Lesson Plans

January: Unit V, Individual Differences

2. It is recommended that the business teachers study the materials
again according Co the listed timetable as if they were studying the materials
for the first time. After die business teachers complete the study of die
materials and they have been revised, if necessary, the technical teachers
should then complete the materials under a similar cimet.ible. At that dine,
a decision would hve Co be made concerning the practlcum teachers in the
technical areas.

3. The format for the instruction of .the .In-service materials should
provide group meetings for die introduction of units and lessons widiin a
unit. The students may work independently on each -f the lessons. In
addition to the completion of the lessons, it is now being recommended that teachers
spend the month on practical application of the concent of die unic. For
example, during the month that they are studying objectives, the teacherr,
will be expected to have all of their objectives for their lessons reviewed
by the I'roccor. Hopefully, by the end of the month, the concent of the lessons
wl,\l have become a regular pare of their teaching.

4. When die fifth unit has been completed, it is recommended that a
comprehensive examination be administered Co the teachers over the content
covered in all five units. Grading of the examination will be by units
covered; so that it is possible for a teacher to pass the examination entirely
or fail only pares of the examination. The teacher would bt able to re-lake
and examination over the parts failed after thirty days. The successful
completion of the examination over all five pares should be mandatory and
continuing employment could be contingent upon Che successful comp] ctio:1. of
die examination.

5. Upon successful completion of the examination over all five parts,
the teacher should reeceive 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 Co die Assiscanc Director of
MTP and three copies were provided to the central office of liSSI'.



In summaryi by adding Che one month requirement on each unit, the
practical application should greatly increase the prospect that the learned
content in the untis will become a part 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 exnminntions 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 decision 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.



PART V
NEW AMU UNRESOLVED PROIII.r.MS

The problems and accompanying recommendations are not presented in
rank order of importance as viewed by the consultant. Each is considered
irnportdnt Co the continuing, development of MTP. The consultant is
appreciative of die consideration given by the admlnlstrat. ton to the
recommendations that are forthcoming from the evaluative visits, lie 1 <;
fully aware that not oil recommendations are feasible due to other
factors and constraints.

A. Alternates to the List of Selected Trainees:

A feu teachers have Indicated that a few students come into the program
only for the money. A possible solution may be to select a group of alternates
i:i rank order to selection. Coupling the alternates with the quick administrative
dismissal to any student who falls to demonstrate an interest in the program In
Q nominal length of time (3 or li weeks), may alleviate the problem to some extent.
A concerted effort by the teachers along with using students ar. tutors of the
newly selected students should be sufficient in having them catch up quickly
with the other students in their classes. In fact, it is doubtful that
anything is gained by retaining unresponsive students who have no interest
in their program of study except the money they receive for attending.
However, it is important not to categorize students, who learn nc a slower
pace, as unresponsive.

In addition to the unresponsive students, the decision may be made to bring
in new student? to replace those students who drop out In the first two or three
weeks of the program and to replace prospective students who are screened out
through an interview process. Therefore, an alternate list may contain as
many as 25 applicants who could be selected .In rank order of their overall
score on the entrance examination.

Students openly admit tli.-it the stipend paid to them has been an Incentive
to attend MTP. That in itself is one of the things that the students report
liking about MTP. Most students appreciate the money and they alr.o appreciate
the opportunity to learn new ski.lls and knowledges*.

D• Programs of Study and Schedule of Classes..

There are several, areas in Hie programs of study and the schedule of
classes which elicit a response by the consultant.. In fact, current 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 based on the old adage
"Whun push comes to shove, something has to give". It almost appears that the
sole criterion In the programs of study is the 432 class periods per session.
The rational toe adding to or taking away contact periods from various courses
is not readily apparent even though tiie 432 maximum contact periods per session
are maintain"-].

Typewriting 1.1

In the 1990 Report 01 a Visit, the consultant recommended that Office
Management students be divided into three groups for Typewriting 11
instruction in the second session and that there should be two sections for
all other courses. Although somewhat more difficult to arrange than two sections
for eacli course, it is a realistic scheduling arrangement. In fact, the
consultant prepared a, schedule to show how i.t could be accomplished. Al.'jo
included In tho Report was the recommendation thai Typewriting I.I contain



96 class periods of instruction. The proposed catalog of. course descrlptlona
lists Typewriting II as nn 8''i conc.icc -period course nod cooperative work
experience has been added to die- course description.

In the current session in which Typewriting II in being offered, only two
sections of t!ie course nre being provided. Tlii« means time wiih !0 scudencs
npsJgncd to each section, each student's typing linm hafi been reduced to nboot
five cJ.ass periods per week. Additionally, ilia U-acher Is required to spend
time/in the next class period Co introduce the previous lessons lo those scudencs
who were not in attendance the day before.

In the opinion of die consultant:, eight class periods a week is an
absolute minimum typing time for the Typewriting II students to achieve
mimimal typing skills. The reason given for reducing die sections from
three to-two was that it would disturb the entire ciaos schedule. It is
recommended that before TypewrJt Ing II is offered in die next cycle, that
either the schedule of classes provide an adequate number of sections Co
acconiodate each student wirh n typewriter or additional typewriting ntations
be added In the- typewriting laboratory. The l.itcer may be a problem If for
no oclier reason than Jack of spnc<>.

Cooperative Work Experience^

The proposed catalog silll lists Cooperative Uork Experience, but then
notes chat it is part of the Special Records Course and the Typewriting II,
course. In the 1990 Report of a Visit, the consultant rc.coinmcnded that die
Cooperative Work Experience course bo deleted from cho course offering,*; and that
vicarious work experience be ndded as part of the Cnniinunic.it ions course.

Originally, the Coinmunicnclons- course •.•an designed an a one session
course of 72 contact periods. However, CommunicnCJons was offered in bodi
sessions of die first cycle. In his visit Jn 1990, die consultant felt
that two sessions of Communlent ions could be justified if the vicarious work
experience activities were added as part of the course. Materials were
developed and forwarded to MTP; so they ecu Id buconc .1 part of the course.
It is felt that the objectives of the Communications course relate PIOIK
closely to the cooperative work experience activities than to either the
Special Records Course or Typewrit Iup II.

Instead of retaining 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 II with the contact periods for that course being increased
from 96 to 130 contact periods. Special Records i.s still retained as a 96
contact period course, buc the hours are evenly divided between diose periods
to be devoted to the original content in the course and die new portion dealing
with cooperative work experience. The portion of Special Records dealing with
cooperative work experience is for accounting students only. Therefore, It
would seem that the typewriting teacher Is expected to devote a proportionate
amount of the Typewriting II contact periods to cooperative work experience
activities Jor the office management students. In the opinion of the
consultant, this Js a non-working solution to providing cooperative work
experiences to student.

A course description for the revised Special Records course is apparently
not available. At least, the Director of Curriculum informed the consultant
that lie had requested a copy of the course description, but It had not been
forthcoming from the teacher.

Regardless of where the vicarious work experience arc provided the
students, it is recommended thai Che Cooperative Work Experience Course
be deleted from course offerings and that an appropriate course description
of. the vicarious work experiences be made n pr.rt of the applicable course oc
cours to.

9



Electron i c_Ca Iculators

The Electronic Calculator Course lias been deleted from die prograii.
of. study £or all business scudencs. Duplication of the mathematics In
the Mathematics Course and the Electronic Calculator Course was evident
at the time die business programs were developed two years ago. It would
appear to be a good revision to incorporate the teaching of electronic
calculators as part of the mathematics offered in 'the first session.
However, the accounting teacher has indicated that three teachers presently
teach the use of the electronic calculator; namely, the arrot.ncing, computer,
and mathematics teacher. It is recommended that the segments of the original
course description for electronic calcualtors be made.a part of course
description for the course in which the instruction now takes place.

Mathematics

There have been major modifications to the mathematics course offerings
within the past year. The Mathematics Course for office management students
in the first session has been increased from A8 contact periods to CO clash-
periods while tiie first course for accounting students has remained at '<8
contact periods. More surprising is the deletion of mathematics .is one of
the courses in the second session of the accounting program, but the retention
of the mathematics in the second session for the office management program.
In the workplace, accounting employees general! y suse a higher level of
mathematics than that used by office management employees.

In the interviews with students, one studunt related that the math
level tested on the entrance exam was higher than the mathematics taught
at. MT?. He maintained that the mathematics was nothing more than
elementary arithmetic. The Director of; Curriculum at MTP informed the
consultant that he felt the student's statement was true and that lie had
been encouraging the mathematics teacher to upgrade the course oC study
in mathematics.

It Is recommended that the mathematics course offerings for business
students be reviewed during the first term of the next cyc.le. The results
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 event that an upgrade in the mathematics course material is needed,
it may be feasible to reduce the mathematics 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.
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C. Organization and Management;

Several changes have come about in the past two years -since HTP was
first established. Courses of study have been developed, implemented, and
even modified. An additional 24 weeks of instruction have bean added for
the top graduates of the regular programs. Another center has been added in
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 lias resigned in the middle of the second- session and the
person employed p.'s Proctor of In-Service for Teachers was assigned his
teaching responsibilities in Communications.

Now, after two years of implementing the basic programs and operations
of MTP, it is recommended that steps be undertaken to fully "institutionalize"
MTP. "Institutionalize" as used in this Report means chat MTP bacomes a
smooth, almost machine like, operation in whicli everyone knows his asssigried
duties and responsibilities, and everyone works -together cooperatively to
achieve the objectives established for MTP.

To achieve full institulonalzation of MTP, it is the opinion of the
consultant that an indcpth study of MTP should be undertaken in order to
t.o establish (or reaffirm) a workable organization in which management can
operate efficiently and effectively to assure maximum learning experiences
for the students.

There have been Incidents reported as wc.ll as observed to Indicate th.-it
there is laxity in the everyday management and operation of d.? MTP, Peshawar.
Also, there is 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 problem. The
subordinate person, who may have been damaged the most from this conflict, Is
the Assistant Director, of MTP, Peshawar. It is the candid assessment of the
consultant that should he remain in Ids present position, it will be an uphill
struggle for the Assistant Director to regain the stature that he enjoyed when
he first came to MTP. In the opinion of the consultant, however, the chances
are very good chat he can succeed assuming the head leadership of MTP, Peshawar,
makes ir. absolutely clear that the Assistant Director acts with full authority.
When teachers learn that they can no longer circumvent the AssistantDlrector,
when he is carrying out his assigned responsibilities, MTP, Peshawar, will be
taking 'a major step in establishing the Assistant Director as one of the key
persons in administering the Center. The .Assistant Director is certainly
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 administrative leadership is very
knowledgeable on organization and management, the consultant has presented
some of the steps that lie feels important in the study and implement/it Ion of
a workable organization and management system for MTP.

1. Determine the Relationships Between Centers:

Three different types of relationships are provided in cltis Report. These
may be others which the Central Administration may wish r.o consider.

A. MTF at Peshawar is the main center and all other centers are
satellites to it.

In this organizational structure, the administration of MTP in
Peshawar directs the operations for MTP and also each of the centers.

il



This relationship is illustrated in the fi,Uow]i,f> example:

SVvtf-f

D< AH centers away from MTl' at Peshawar arc co-equals to MTP in
Peshawar :• ~ ~~ -

In this relationship, a Director would be employed to provide broad
administrative leadership to all centeirs including MTP at Peshawar.
His headquarters may be .-it MTP Jn Peshawar or at any otlior location.
The Director stives for uniformity without conformity among thft
centers. In as much as possible, each center is given local
autonomy in its operations.

s u c h s r ""r ""VC S'>CClaUSC? C° aflslsl " '" '"•* rcssuch as a Coordinator of Curriculum and In-Servic* SpeH,-. 1
•nav* staff responsibilities throughout the system. 5>pe-1"

This relationship is reported in the following example:

who will
"h° wi1J

<?*W,,;,£|

<-'M<"r/cv/<vxJ

1

1
^Z., |

Ail MTP C/fj^r,
Ir-n-flvv,;/!

J^ <;„ . /.i r

1

AI rf [ 1
^ 1

C. Each center operates as a separate entity;

Each center has its own administration which reports directly to
Che Central Office of ESSP. Each center would have a director
who has a group of staff specialists as approved by the Central

This relationship is reported in the following cxamplo:

Old earoff

CYrfete r
n .
<~&-)\ fcr .t.ff ff

\sp'c;«injs\ rzjTctThiTt
I ¥*/^ I I /*' y /y
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2. Develop Roles ond Responsibilities:

Oucu the organisation structure for die enc_irfl system lias been Agreed
upon, voles and responsibilities of the key cop administrators should be
develop and they should relate directly to the organizational structure
agreed upon.. Roles and responslbllices developed at this r.lme should Include
;iny responnlbii.i ties which mny be assigned Inter to his subordinates. For
example, .in A, it would be the Director of HTP at I'eslinwar and die lender of
eacli of the centers. In B, if. would be the Director of die system and the
leader of each center incl.ud.lng MTP nt Peshawar. I'n-'C, It would be the
leader of eacli center.

3. Assign roles and responsibilities Co positions:

After die roles and responsibilities have buen established for the
key leadersliip positions, die next step is to determine how many ancillary
positions:,are needed recognizing that there may be budgetary restrictions
on liow many staff positions Hiat may be employed.

A detailed orgnnl7.ticlon.il chart .should bo dnvulnpcd for nil of tin*
approved p/isjcjons Co show both staff and line responsibilities of clit
approved positions. It should be noted that some authorities would recommend
that Che koy positions be f 11 led and cher.e porsionr, would Chen become Involved
in the duvulopmonc of chc complete oi.'ganlzat lounl clinrt. I.t sooms to be bolter
ac this point in cime for die BSSP administration r,o develop Che organization
chare.

Hone of die chree plans is necessarily Che best plan. Each tins inherent
advantages as well as dis;::lva:i!:a:;.fif.. P.cgnrdless of die plan selected
dynamic leadersliip is essential to fits -.n.:r.f:,;s. Iln.sc nrjj.inlzncion.il struccun-s
in educational institutions generally fail because persons in koy loadc-rshlp
roles fail to carry out their assigned responsibilities or because key
leaders refuse co cooperace in making chc organizational plan succeed.

It. Job Descriptions!

A dct.'iiJ.td Job descrtpcJon should h<> developed for each position
rhac is idencified in die organizncional chart.

5. Evaluation of current MTP employees for posiUons idenUfied In the
_organ_lgacional chare:

ic is difficulc not to consider current employees in the development
of the organizational, chart, buc it is more effective In cho long run co
evaluate them for positions after the chart linn boon developed and die
job descriptions arc- in place.

6. Filling the open positions!

After MTP employees have hocn cwilunced and qualified employees placed
in positions identified on Lhs orj;..:.iiatlon(d chart, all other positions
should be declared open and steps should be taken co fill them. The highest
level positions should be filled first; so chose persons can have input on
the selection of persons for chc lower level posit tons.

7. Implementing che organizacional scruccuie and management system;

Once the organization scruccure and management system is Cully
operational, copies of che organizational chart and acccompnnylng job
descriptions should be duplicated and made available to key ctaCC members,
especially teachers. Meetings with che staff .should be held r.o explnl!i
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the .system mid to respond to jsuntC <|ue;:t lour. . It. -then becomes the.
responsibility of die U'.'y leaders to mnl-.j nuro that: lint orf, an I?.. MI I mini chart
lu ol>s<!rvod liy ait staff nvd time cho |v>riioii.<; identified on ulie organ 1.7.-ic tonal
clinrc 'en fry out their assigned duties and- rosponslbl 1 U I PS.

Tlie primacy reason foe «ubmltt 1.115 the Jnforiiiat Inn on clip, study of th«
organization and management r.y.'item at M'lT, Pr>sli.iuiir, In to c-incJon (lie
liSSl' n«c co lot the vacant position of. Director lioyonm the drtvtnj1, fores
In the quick appointment of a-, new director. Some study is warranted before
a new director, in whatever form,- is employed.

I). Advanced Courses:

I.u 1990, the proposal wa? accepted to provide an additional 12 i/cckr,
( of instruction ;o the Ci>p graduate* from the various programs offered by }ITI>.
in the cycle Just ending, tlic advanced scudents arc concluding 2'i uncl-.s
of advanced instruct Ion. I.t lr. not th« JntnnL of i.ho con.'iulcnnt to <|«u!!itlon
tlie extension of the prop, ram from \7. uoeksi Co ?.'• woo.ks, but there nrn some
cautionary concerns chat appear ro \it>. not<?wortl-y .

1. 1't Is assumed lluic c.Iic Inidyet.'iry a) Ji?''.:ii !c»« f.oi' ocppllr;; and
materials for the advanced courser- .ire In addition to clip huiiftirory
alJocnl'lons: for the supp) los nnd pi.uorlalr. lined l:i llic ref.''l.'ir program.

2. The second 12 week <;«.•;.<=) on In merely mi exi.f!ii<:lon of the courses
offered In the fiust 12 weeks. Uhnt sfndy went into clip decision 1:0 extend
Chte advanced courses offei'ud In the first cwelvo week.-; for an ndillt i.ona!
12 weeks? The question ai'lno/; on whet he i: thorn may M'.TVC been other
tluit may have been more bcncfjcl.t) 'to the s tudcntR rlinn the ex.tcnr-ltni of
courses in which they had already at tended for I'/

3. It would appear thai: the main objective of the advanced courses
has shifted £rom cha" of providing persons in leadership roles in the
reconstruction of Afghanistan to that of upgrading MTT from the vocational
level to a technical school level which has a major component of genera)
education. This observation comer, from Clip, description 1 the proposed
catalog.

Ii. He - statement of Recommendations in' tlie |_990 Report of a Visit:

A review of thp 1990 Uoport of a Vi s i t pointed up the need to ro-r.tntc
the recommendations 1" that Report that dealt with new program development,
program quality, and cour.'ie revl«s Jons. It Is fell chat those rcconunendat lonn
hnve not reached an acceptable levpl of ach.lpvomonl. at Tills time. W h i l e listing
the above recommendation? from ilia 1990 Itcpori: ar- <:til) m-ndlng attention,
it should be mentioned chat a Intone nil, other rocomcndat I.OID; in 1990 have
been addressed and/or fulfilled.

Hew 1'roju'ain Development

If in recommended that all future development of programs bp Initiated
at least six monf.hs before the JmplcmRiitat Ion dai:c. t/hllc six monthn may not
always be feasible duo to the fast changing cnvln.>nmpnt In which 11II' operates,
it should be noted chat here arc ;ilways many quest Ions to be resolved, such
as Instructional design, budgetary ncedn, icachir nocds, and space needs.
Certainly, (or the present r.llc of. MT1' at Pe«sliaw.ir, the six months should
be a reasonable cimp.
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Program Quailly

MTP .I>rdgr'J" 'lualicy ̂  essonUal Co che continuing success of MTI>. l«hU,c
Mil has made great strides-in its shore time of existence, optimum quality
h.,s not been achieved. For example, there still seems to be a lack of
adequate and meaningful practical. application.

Assurance of program quality is die responsibility of the-administration.
It is MTP that places its scamp .of quality on each graduate when die diploma
is granted ac die end of the training. Tlicre arc some seeps the .-'dml nlstrat ion
may take to assure program qua 1.ley:

1. Review all final examinations Co determine clie level of dlfficuUy of
ceoc icems and follow up on che success of iho students in completing
the examination.

2. Set up a schedule of -review for each program offered at flip
MTP and the support courses which arc common co all programs.
For example, accounting courses may be reviewed in one cycle,
'English in another, and mathematics in sell) another cycle.. There
is nothing to prohibit more than one area from being reviewed In chn
same cycle. In fact, in these formative years, ic is probably
good to have every program and support course evaluated over chn
next two cycles because MTP at Peshawar has been operational for
two years.

3. Develop standardized tests on the program concent which has been
presented in the 2<i week cycle. For cxampJe, for the business areas,
there would be a standardized cesc for accounting students which would
be based on Che <<riateri.il covered in Accounting I, Accounting II, and
.Special Records. Office Management students would be tested on
Records Manag9ment, Office Management, Typing I. and Typing II.
Someone other that the MTP teachers should develop che standardized
cescs. The standardized test concept provides an excellent wny Co
compare the current class of students with previous cJas.'ics of
students on a program by program basis. it also establishes die
level of quality in the program

Course Revisions

An approval process should be established for the revisions of courses.
One administrator should haye the responsibilities for reviewing all
proposed course revisions. The administrator with the assigned responsibility
may have the authority to approve or disapprove proposed revisions or l.c may
be determined chat all proposed course revisions shall be reviewed by all
administrators ac MTP or by a committee that may include teachers. No
teacher shouJd be pemitted to revise courses assigned co him without prior
approval of die administration.

In summary, administrative leadership of New-Program Development,
Program Quality, and Course Revisions is key to che concinuing 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 chat which they know or what they want to teach suggests that program
quality may not have improved as much over the past \t> months as one should
expect; especially since the programs were in their second year of operation
when noticeable improvement should be immediately evident.



PAKT VI

TEACHER INCENTIVES

In-this part of die Report, noii-salary and/or fringe benefits
incentives nre addressed by Che consultant. The teachers n>'o highly
dedicated, and generally qualified for cheir ceachlng assignments. While
salary is important to the teacheis, job satisfnction and n feeling of
being appreciated nre also essential to their continuing, interest In their
tencliing assignments.

Non-salary and fringe bencftlR incentives generally cost Uttle in moneyi
but once implemented and carried on as part of'the regular operation!! of the
institution, they can have a major impact on the' overall climate throughout
the institution. Teachers will, feel better about, themselves, about the
administration, about the students; in face, chey will feel bfitier about nil
aspects of their job.

Iri the opinion of the consultr.nt, the main incentive is admi.nif.tr.it Ive
leadership that makes teachers feel important as well as wanted. The
leadership should meet regularly with teachers either individually o,r in
groups. Some meetings may be formal sessions, but most meetings, vi'.t 1 be
informal contacts in the faculty 'room or in other places. In as much as
possible, ceaclier input 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 forthwith
witli immediate feedback given to the concerned teachers.

The administrative leadership should be constantly alert to noteworthy
performances by the teachers, such as die" development of learning materials
prepared for their classes. These noteworthy pcrfonn.inccs should be i cco;;nj.;',eil
either verbally to the teacher or in staff ineciini;s ot wich written con.mentlnt. loris.

It is suggested that a teacher appreciation day be held at the end of
each cycle with a special luncheon whi.ch is attended !>y uie key administrative
staff from IvSSP and M'lT.

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

In addressing teacher incentives in this Kepovt, the primary intent war,
to address attention to making teachers feel wanted and to be appreciated.
During the foreseeable future, 'firm and even strict adherence to rules and
regulations should be required of all teachers and staff in order to
achieve an orderly and efficient operation at M'lT Peshawar. Teacher
incentives, sucli as the ones suggested in this report is one way to
demonstrate to the teachers that they are not being punished due to
happenings of the past, but rather the change in management is essentl.il
to the continuing success of MTP.

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

In a meeting with teachers, they suggest a short break between cycles.
The consultant agreed to place tiieir suggestion in his Report, lie feels
such an issue is something the Administration should address in terms of
leave policies for all other ESSP employees.

10



PART VII
CLASS LOADS OF TEACHERS

Every effort should be made to equalize teaching loads among tlie
various teachers and between the two sessions taught by each teacher.
Teachers, who end up teaching in the second session with a combined local,
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
written record should be maintained of all extra-assignments; so tiiat the
teacher receives credit in Ills total load assignment for the two 17. week
sessions.

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

CUSS-PERIOD ASSIGNMENTS

Teacher's Nane

Aiaanzie
Asif
Bani'->wall
Nissar
Saleh
Suleant
Wardak

First
12 Weeks

16
29

30
19
10
32

Second
12 Weeks

27
27
24 (4
30 (8
24
30
14

Total
Class Periods

37
56

weeks) 24
weeks)

43
40
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 increased from one class period to two class periods per
week by reducing civics from two to one class periods per week. Onu
class period per week was devoted to civics 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 VIII
MISCKU.AKKOUS RliCOMMICHDATlODS

In cliis pare of die Report, sevcra.r). rcconuncnilneion.9 arc addressed
which 0 en Is with inlsce). Iniiooii.s Items.

A. Retinishing Table-Arm Chairs-

It is recommended dint <ic die end of the next cycle, die tablet-arm
choirs be refurbished and refinishod. Roger Mil.ler tins indicated that .101:11;
of the.tablet-arm charis are worm infested. The cablet-arm chairs have
been used outside and many wre now weather beaten. There are many choirs
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,
sufficient chairs should be placed in each classroom; so students do not have
to drag in chairs between classes. In one class visited by the consultant,
students, who came in late, cnme to class dragging a chair behind them.

B, Published Schedule of Duplication .Services:

Teachers and students reported a lack of white pnpcr as a reason for
no handouts in the classroom. The Assistant Director indicated there was
no shortage of whicc paper, but that the teachers wait until die last minute
to request copies. A written schedule should be published which reports the
amount of lead time Chat is required to get materials duplicated. Tor
example, a simple statement, that two working days arc required for the
duplication of materials should be sufficient. Materials requested on
Monday would be ready at 8:00 A. M. on Wednesday.

C. Audio-Visual Materials For Teachers;

The need for audio-visual aids for use in the classrooms and laboratories
is a continuing concern of teachers from both the business and the technical
programs. It is recommended chat the Assistant Director meec with all teachers
and'develop a detailed lisc of their needs or wants. The list can then be
reviewed by the ESSP administration in some logical, order.

It is ntoed chat the business teachers request whiteboards because
the dust from the paklstan chalk is a health hazard.

1). Podium Construction:

At one time, a teacher's desk was recommended for each classroom and
it is believed that they were placed in each classroom. However, there Is no
cable for Che teacher in any of the general classrooms. Teachers come Into
the classroom and hold their notes or book in one hnncl or the other throughout
the class period. Teachers have indicated a podium In each classroom would
be more beneficial than ,1 table. Therefore, it is recommended that ilic-
carpcntcry students design and construct a podium for each classroom.

E. Combining Two Class Periods for Selected Courses With Practical Application;

It is strongly recommended chat consideration be given Co combining two
class periods for selected courses; namely, computers, accounting, and typewriting.
For example, in the second session of classes, accounting courses could alternate
with computers and typewriting courses could also alternate with computers.
Ic is not unusual for the teacher to cake 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 cl.ass periods 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 opposed to the present six
days per week.
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G. Entrance Examinaclous :

A review of die entrance cxninlnncion used in the lace cycle rovi-nlcd
chnt only die overall cost score was recorded. Tor student's accepted into
the program, the range in scores; was from 07 hlp.h to 50 low. The median
score uns 50 which means chat half, flic stuJuncs 'h:i<l a comp) et Ion vncc of
neni; the 507. level. Tlic consultant and his assistant, Enayac Sh.iliranl,
werB attempting Co, ident l.f y Che students' level of completion in the
mathematics area of che cxamiiiat l.on, but iliac inf ornuiiIon was not limned InteJy
available. Therefore, in addition co using cho overa'ji-1. examlnaclon score
Cor admission Into a program ,ic MTl', l.c Is recommended cite examination serve
die dual role of providing diagnostic Jnforr.t.-it Jon on how each student d!d
on each major area of the exam! nut Ion, such as mnthomat ics. The d inp.nor.clc
analysis could come after Chu students luivo been accepted Into a program
nc HTP; so Chat 1C would not Interfere with the main cask of screening
sfudenCs for admission co MTl'.

II. OviM-lv-qualitled Studentsi

The concern about overly-qualified stmlcni:'. ha» licen expressed on
n few occnslons during the consultant's cuv'ieni v i s i t to MTl', Veslinunr.
Ic 1» felc by some persons thac the ovcrly-(i<i<> 11 f i.cd -jtudcnto have cotno to
MTF Cor only che money and not the training. Whether or not there arc
ouch students "ho have been admitted Into one of the programs at II.! I" may
be n coplc Chat die leadership may wish co explore. The consultant had
interviews with cwo students in che advanced courses who may have befin
overly qualified or ac .lease cook s.locs from students who could have
benctitced more from die se::ond 24 weeks of ins cruet Ion. One of the students
had his degree from Kobul University and die other one had taught in che
Pakistan area for chree years. ft is pocslble that staff members are drawing
conclusions from a few Isolated Incidents, or there may be several students
who could be legitimately classified as overly-<|uali f led. Factual data
should be available co determine whether the admittance of overly-qualified
students is or is noc a problem.

rmiMng che exit Incerview, l.t was suggested that an Interview could be
builc i.nco the selection process. It Is Eel.t chat suggestion is worthy of
follow-up. If it Is too much of a task to interview all potential finalists,
chere may be ways to identify 25-30% of the finalists In which there are some
questions about their being over-quill If led.

I. Advisory lioard:

Coimiiiinlcty colleges in America make cxlun.slve use of advisory hoards
which are organized for diB vnlous vocational /technlca 1, programs offered
at their institution. The HSSP administration may wish to explore the
establishment of one such advisory board for MTl'. The advisory board would
have no power, but would advise the ESSP admin I sir»cIon on those matters
brought before it. A key objective for organizing an advisory board ac cliis
time would be to promote MTl' programs and to b u i l d a greater awareness of
MTP in the Immediate geographic area.
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I'AItT IX
PKO.IKCT PROPOSALS

As n follow-up co this visitation, die CoWoul'ng proposals nee submitted
co the appropriate officials: tor review. Al), of din projeccs covered In chls
proposal would be complocc<l in Om.ilin, ME, USA. The first cwo proposals would
be completed as part of die consultant's original contract Co work until
June 29, which means six work days w.lll be devoced to the first cwo projeccs.

1. Develop a conceptual design for n cooperative program for icudencs
which wiJ;l prepare them Co join together In Che operation of die l.i own business.
Included will be a proposed course description and a broad outline of student
activities. This conceptual design c.in then be reviewed along ujtli any proposals
received from Roger Miller for the full, development of die course. If the
consultant were asked co develop die lessons for die agreed upon course, another
contract would have to bn arranged-

2. Develop a design for die standardization of programs and courses
which will systemir.e current program and course offerings and which «IU
provide a baste format for all.'future programs and courses. Developing
the fornate for the use on the computer will bo explored.

The third proposed project Is for the development of a cesc bank of 300
<|uestlons co be used to case teachers over Che In-svrvicc materials. for
each unit, a test bank of 100 questions will be developed. The cose for
the development oC this Cfisc bank will be $870.00 plus expenr,cs. It is
estimated that it will cake one and onc-lialf day.'; for each unit or a total of
7,.5 da'ys for all five days.

At no cost to the ESSP project, the consultant plans co Investigate
IBM compatible computer programs that may be obtained ac no.nlnal cone to
maintain some of die records required for HTP Including the-making of a class
schedule.

Also, the consultant plans to study the second session classes and forward
some suggestions on how to schedule the classes. This will, be of no cost to
tITH.

IHuuUy, the consultant plans io develop a shoit computerised Information
sheet that die selected students "111 complete upon choir arrival for the first-
time for classes. Once the Information form Is put in place and data collected,
MTP will have a bases for compatIng one class of students with other classes o»

students. There will be no co-.c i.o HTP.



I'AKT 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--retinue to
be developed with much of them being published in book fonn. '

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

It is encouraging, co noce chac Che ESSP administration is moving forth
rapidly as MTP tc establish a positive working relationship with the teachers
and scaff. In visicing wich the teachers and staff at MTP, everyone has
expressed a strong commitment co MTP and ics objeccives to provide Uio hose
possible learning experiences for c.ie people of Afghanistan, ihne commlcineni,
coupled with a firm 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 tilings need fixing. While that may Im-
partially true, It should be noted that in assembling informacion for che
Report, studencs cold us many things chac were good about MTP, Peshawar, and
when they were given the opportunity to tell what they did not like about
MfP, chey refused to comment. Teachers and scaff made suggestions for che
improvement of MTP, but wich che excepcion of one or two incidents, chore were no
derogacory remarks about MTP or people associated wich ic.

MTP is an oucscanding program and perhaps coo much has been expected
in a .shore period of time; As long as there is funding for MTP, it will
continue co serve hundreds of people from Afghanistan who would not otherwise
be served, and they will serve them well.
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TEACHER IN-SERVICE
MANPOWER TRAINING" PROGRAM

THE STUDENTS' PROFILE OF A TEACHER'S EFFECTIVENESS

TEACHER'S NAMEi

TEACHING AREAS: ._

KEY: 1 • I believe the teacher needs improvement in this orea,
2 - I believe the teacher does an adquate job of. teaching in

this area.
3 - I believe that this is one of the teacher's strengths.
4 » This is not applicable in this course.

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 during the class or laboratory
period to give students feedback on how well they are
doing.

<J. When the class starts, the teacher usually has all
materials and equipment ready for the students or his
use.

5. The teacher uses appropriate instructional techniques
(Such as lecture, demonstration, or question and ansv;er)
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 knov;ledge about his students.

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

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

10. The teacher measures and evaluates the progress oC his
students in a fair and impartial manner.

11. The teacher's measurement of students's progress is
based upon an adequate number of -measurements including
tests, observations, studen't 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.



TEACHER IN-SERVICE
MANPOWER TRAINING PROGRAM

THE TEACHER'S PROFILE OF TEACHING EFFECTIVENESS

TEACHER'S NAliEi

TEACHING AREASi

KEYi 1 = 1 need improvement in this area.
2 - 1 feel I do an adquate job of teaching in this area.
3 - 1 feel that this is one of my strengths in teaching.
4 • This is not applicable to my teaching areao.

1. My lesson plans are generally well organised.

2. I am usually prepared to teach my lessons.

3. I arrange time during the class or 1-aboratory period
to give students feedback on how well they are doing.

4. When 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 v;hat is being presented to the students-,

G. I feel that I do a good job in explaining things to my
stuacnts.

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 knov;ledge 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 fair 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 »ell
established objectives.

13. I feel that the objectives of. my lessons are clearly
understood by the students.
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