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Presentation of the Project

1. This publication is part of a research project conducted by the Association for the Development of Education in Africa (ADEA) and the International Francophone Association of School Directors (AFIDES) on management practices that could be linked to pupils’ academic achievement in the African context.

2. Four country teams – from Guinea, Mali, the Central African Republic and Senegal – analyzed the management of four schools in the basic education sector in their respective countries, and then drew up a country case study of their observations. This publication presents a summary of these reports.

3. A hearty thanks is owed to the country teams, as well as to the two main researchers, Guy Pelletier and Mamadou Diallo, for having persevered with a project that covered sixteen schools in four different countries despite limited resources.

4. Thanks also to the ADEA for having entrusted the AFIDES with this research and for its concern for the contribution of school directors to the quality of student achievement. 

5. We hope that this research helps to identify professional practices that can be built on to ensure that school directors make a more effective contribution to the quality of Education For All. 


Richard Charron

AFIDES Secretary-General

Introduction

6. Leading the largest possible number of pupils to achieve academic success is today one of the main goals associated with the modernization of education systems, and it is a goal shared by more and more countries. In fact, once efforts have begun to renovate the education system and improve its efficiency and effectiveness, both the educational structures and the professional practices of the personnel as a whole become the focus of attention and research

7. The studies conducted in recent decades on Best Practices
 in promoting the academic success of the largest number of pupils have highlighted the existence of a range of promising configurations that could be associated with either a “classroom effect”, a “teacher effect”, an “institutional effect” or even various “system effects”

8. The research presented in this report pays particular attention on the nature of the school management actually practiced in the schools in the four African countries that have achieved higher levels of success, despite conditions that are relatively comparable with other schools

9. The descriptive, exploratory research, which was conducted with limited resources, reveals a certain number of management practices that seem to be associated with the remarkable success of these schools, which, it should be added, generally confront difficult situations and a scarcity of resources

10. One of the principal interests of the approach used is that it reflects the cooperative work of a team composed of practitioners and researchers who conducted their research in four African countries on a subject that has previously been dealt with mainly in the OECD countries

11. In the sections herein, we present the goal, the methodological approach used, and the main observations, which are organized around three basic points: the organization and management of school life, the management of the dynamics of teaching, and the management of partnerships. The report concludes by reviewing both the main elements in the study and several important points for the future.

Purpose and Methodology of the ADEA-AFIDES Study

12. The project aims to describe and analyze the main characteristics of school management, in particular those associated with management practices in the African schools that have been unusually successful in raising the achievement levels of their pupils.

13. In terms of methodology, the approach was to identify specific features of the academic and more general management of the schools that have contributed to the fact that, while receiving funding comparable with other schools, they have achieved above-average results for their pupils.

14. The following were the different steps involved in this process:

· To identify the primary schools considered especially effective in terms of the academic achievement of their pupils;

· To analyze the various facets of the management of these schools, in particular with regard to management practices, in order to identify those that promote more effective learning;

· To identify common features in the local and national analyses;

· To present a report on this research to the next ADEA Biennial Meeting;

· And to promote the transfer of analytical and research skills.

15. Note that this research project did not include a review of the literature on this subject and, consequently, did not attempt a comparative analysis with other research conducted on this issue. Nevertheless, we made use of the research conducted in this field at a seminar held in Dakar in the first week of November 2004 (AFIDES, January 2005), particularly the work disseminated by the ADEA.

4.1 
The selection of the countries and schools

16. From its inception, the research project was designed to explore the situation within four different countries and, within these, of four schools that had differing characteristics.

17. The choice of countries was made with attention to geographic distribution as well as to the presence within the participating country of a local, dynamic AFIDES association. In practice, the active involvement of the local bodies of this international association was requested in the course of carrying out the research. It proved difficult to make the selection, due to the interest the project aroused among the various national associations. The countries chosen for the research were the Central African Republic, the Republic of Guinea, Mali and Senegal. A research team was set up within each country consisting of a researcher and at least one member of the school management personnel.

4.2
The criteria for school selection

18. In the first week of November 2004, a joint research seminar was held in Dakar. This seminar drew on a cooperative, partnership approach in order to give careful consideration to the research overall as well as to the protocol and methodological tools.

19. The general points included that the four schools to be selected for each country should be in the field of basic education. Wherever possible, it was considered desirable to have two schools from the first cycle of basic education (primary schools) and two from the second cycle of basic education (middle schools). Likewise, it was considered advisable to have one primary school and one middle school from an urban setting and one of each from a rural setting.

20. Based on previous experience and research in this field, a certain number of additional criteria were also adopted, which are presented in the following sections.

4.2.1
A school that has comparable socioeconomic characteristics with other average schools in its area

21. The main variable used to determine the socioeconomic character of a school is based on the pupils who attend it. Here attention should be paid to choose a school attended by pupils who are from a similar socioeconomic category as those in other schools in the area. In essence, this meant pupils from the middle class or a more disadvantaged background. Private schools and schools with a selection process for their pupils or whose pupils will join an elite were excluded from the research.

4.2.2
A school with better results than other comparable schools in its area

Both quantitative and qualitative data were needed to assess this characteristic. Of particular note with respect to quantitative measures are: 

· Success rates in core subjects on national or regional exams;

· Repetition rates and completion rates;

· School dropout rates (or, conversely, retention/continuation rates);

· Levels of lagging in school;

· Absenteeism rates;

· And the rate of enrollment in the continuation of secondary studies, when applicable.

22. For the rates as a whole, whenever possible attention was also given to gender.

23. With respect to the qualitative data, the criteria used were, among others, inspection reports or the reputation of the school with regard to the efforts invested by the members of the personnel to ensure that the pupils did indeed devote their allotted time to learning.

24. Experience showed that quantitative information was easier to obtain than qualitative. For instance, the success rates on ministerial exams were used systematically to select the sixteen schools that served to provide the data for this research.

25. Finally, at the Dakar seminar, standard data collection tools were designed and the format for the country reports determined.

4.3
Data collection

26. Once the selection of the sixteen schools had been confirmed, the data was collected and analyzed during the fourth quarter of 2004 and the first quarter of 2005. In some cases it was necessary to return to the schools. Structured interviews were conducted with various members of the personnel during these visits. Whenever possible, meetings were held with pupils and representatives of the parents. Particular attention was given to the way management tools were used (management charts, school records, etc.). All the schools were covered by monographs, which were then used to produce the four country reports. This document constitutes a summary of the various country reports.

4.4
The limits of the study

27. Every study has limits, and this one is no exception. First of all, we should note that the study had limited resources, which placed constraints on implementation and coordination. For example, we had to restrict travel as much as possible, which in turn led to limiting the choice of schools to those in the area of the country’s capital. In addition, while we were able to hold a launch seminar, it was not possible to hold a second one in order to share the data and its analysis collectively.

28. While the data collected are interesting and relatively reliable with regard to the schools analyzed, it would be an exaggeration to try to generalize these results to other schools in the country or the continent. Likewise, this study presents an analysis of the functioning of schools where the pupils stand out for academic achievements that are superior to those of other “comparable” institutions. Yet this notion of “comparability” also has its limits. As each school is unique in certain ways, any comparisons must be made with certain reserves.

29. It should be borne in mind that the subject of this study is an analysis of the similarities and differences between schools where the pupils are distinguished for their superior academic achievements. A different approach could be imagined, including one that relies on a parallel analysis between schools that “do well” and schools that are “in difficulty”. A research protocol like this might generate other observations that would also be valuable and relevant.

30. Finally, it should be remembered that this study was not mandated to conduct a review of the literature on the relationships that might exist between pupil success and the management of the schools. Over the years, this research issue has been and will continue to be broadly explored in the international literature. The value and originality of this study is the practical light it sheds on this subject in a study of the functioning of sixteen African schools.

Presentation and Analysis of the Results

5.1
General characteristics of the schools studied

31. All the sixteen schools chosen met the criteria for having superior academic results among a school population that is relatively comparable to other schools. These differences were more or less significant, depending on the school, but all were considered positive. On a number of occasions the opinion of the schools inspectorate or its equivalent helped in reaching the decision as to whether or not to select a given school.

32. The socioeconomic level of the pupils in the schools analyzed was relatively homogeneous. They come from poor or even very poor working-class families. 

33. Because of the limited resources available for the study, the schools chosen were generally situated in the area around the country’s capital, which usually also happens to be one of the more multiethnic and more developed areas. 

34. The schools were all in the basic education sector. Guinea and Mali both chose two schools from the first cycle of basic education (primary schools) and two from the second cycle (middle schools). As for Senegal, three schools were from the first cycle and one from the second cycle. Finally, in the Central African Republic, as middle schools are integrated with the high schools, it was considered preferable to select four schools from the first cycle of basic education. Overall, two-thirds of the schools studied were from the first cycle of basic education
.

35. All the schools studied shared similar problems with regard to the lack of available resources, excessive numbers of pupils, the scarcity of teaching materials, etc. In some cases the school buildings were dilapidated or even somewhat insalubrious.

36. Some countries have undertaken educational reform that is helping to give new life to the schools, even the poorest ones. This was the case in particular of Mali and Senegal where, for example, remarkable efforts have been made with regard to the initial and continuing training of teachers. In Guinea, the Education for All (EFA) program has also helped to invigorate the schools in the first cycle of basic education.

5.2
Organization of school management

5.2.1
Structured, visible school management

37. One of the first points observed in the schools that stood out for the academic success of their pupils was how well work was structured. There were, for instance, organizational documents that had been distributed, and which were familiar to those concerned, who could then apply them to the functioning of the schools.

It is worth noting that the school directors
 encountered all had official documents governing the functioning of the schools (internal regulations, the documentation on the code of professional conduct for school heads, official instructions, etc.), which they made use of “all the time” to improve their relationships with others involved in school management. (Central African Report)

The official texts that the schools have are generally familiar to the personnel. These include government decrees and instructions governing school function. (Guinea Report)

According to the various directors questioned, there is no possible ambiguity in the interpretation of internal school regulations. Everyone can consult the internal regulations at any time, if they so wish. The internal regulations in the schools visited are the same as the text officially used by all schools in Mali. (Mali Report)

Organizational texts are available and familiar to the personnel. The four schools visited had these important documents at hand, and they help guide the activity of the director in general management, and we could see that they were well understood by the school personnel. (Senegal Report)

38. This concern in the management of school organization to ensure the legitimacy of authority by increasing awareness of the regulatory texts and their application could also be witnessed in action in the desire to clearly define everyone’s tasks and responsibilities. 

Clear distribution of tasks and responsibilities. With respect to this point, there was an organizational chart put up everywhere we went, with clearly defined and distributed roles, tasks and responsibilities. The agents who have been delegated tasks decide on their distribution in complete freedom. (Senegal Report)

There was also an organizational chart clearly defining the roles and responsibilities of each person in the various schools. In most cases, this organizational chart was posted in the office of the director, and included the first and last name of each teacher, their photo and the relevant class. (Mali Report) 

The schools also had organizational charts of the standard type supplied by the DEC, which were publicly displayed and familiar. The organizational charts in the middle schools were presented with an organizational structure that included heads of technical groups and classroom heads, called principal teachers. There were also internal regulations, drawn up by the National department of civic education (DNEC) for all the schools, and supplemented by a code of good conduct. This was familiar to all the teachers, pupils and parents. (Guinea Report)

39. This determination to clarify tasks and responsibilities could also be seen in the importance given to communications and monitoring tools.

Performance tables were displayed very visibly. They are updated regularly and contain all the statistical data on the pupils and their results, the situation of the personnel, the equipment, etc. (Guinea Report)

In every school visited, the office of the director had performance tables presenting all the information about pupil numbers, the personnel, the equipment, the results for each class and future projects. (Central African Report)

The attendance books were open to check on the latenesses and absences of the pupils and teachers. These included the classroom attendance sheets for the pupils and the attendance registers for the teachers. (Guinea Report)

With regard to the actual management of the personnel, all the schools in the sample had information sheets and registers for the teachers and the pupils. Every school had two registers, one for the teachers and one for the pupils. These registers included all the necessary administrative information about the personnel (first and last name, family information, teaching start date, age, registration number, etc.). The various directors questioned gladly let us consult the different registers. The pupil register contained information about the rates of promotion, repetition, exclusion, and drop-outs, for each grade. Each school also had two types of logs to note absences and latenesses (time of arrival and time of departure) for the teachers and pupils. Each class has a pupil attendance sheet. As for the teachers, the register was kept at the director’s office, where the teachers had to mark their time of arrival and departure every day. (Mali Report)

40. Overall, then, while most of the above-mentioned management tools are also found in other schools in order to meet ministerial or other official requirements, in the schools analyzed these tools were actually used in the daily management of the school.

5.2.2
Transparent management capable of genuine mobilization

41. In addition to their efforts to clarify and communicate the general legislative and regulatory framework for school functioning, which legitimates the exercise of the function of authority, another characteristic of the schools selected was a management approach based on transparency and genuine mobilization. 

Movements of personnel within the various schools are handled by general agreement among all the personnel. Any decisions to assign teachers to one or another class were generally taken at a teachers’ meeting at the beginning of the school year. A consensus was always found for decisions taken with regard to the movement of personnel. (Mali Report)

Thanks of course to the large number of pupils and personnel, but also because of the determination of the director to decentralize, people were specially assigned to deal with certain activities, in addition to normal assignments. There was, for instance, a teacher designated to take charge of statistics; another in charge of planning activities within the school; someone in charge of general cleanliness (the grounds and toilets), while the cleanliness of the classrooms was the responsibility of the teachers, who organized the pupils after the courses; a discipline officer; a person in charge of cultural and sports affairs; a social affairs officer; a person responsible for helping with the teacher preparation notebooks, together with the heads of the technical groups, whose own preparatory notebooks are signed by the director; and someone in charge of managing equipment and finances, including salaries, parent fees, textbooks, posters, maps and other school materials. (Guinea Report)

With regard to the internal management of the schools, the director has official means enabling him or her to encourage and motivate the personnel, including letters of congratulation, the distribution of certificates of merit, proposals for honors, etc. More specifically, some directors, with the help of the pupils’ parents, organized special ceremonies during which awards are offered to teachers who have performed very well and stood out during the school year. These are held in front of the local authorities (mayor, sub-prefect, village and neighborhood leaders), the pupils and the pupils’ parents. (Central Africa Report)

Management was conducted transparently in all the four schools, involving everyone, with clearly defined responsibilities. (Senegal Report)

5.2.3
Constant communication

42. Among the organizational elements that facilitate the mobilization of the personnel, communications and the distribution of information were given great attention.

The people contacted all expressed their satisfaction with regard to the management of information, for which the teacher is the key relay within the school. For internal and external information, there are letters and notes, the notice board, lesson notes (where the director makes annotations to help the teacher in adopting and proposing guidelines), and the homework report sent every two weeks to parents, in addition to the occasional notes and convocations that they receive periodically. (Senegal Report)

All the schools form coherent teams. The teachers and all the personnel work in a social climate marked by mutual understanding, support and solidarity. The communications and information system functioned similarly in all the schools in the sample. For the distribution of information, the different managements had a notebook, called the meetings and communications notebook, which contained various notices of meetings and other information about school life. To keep teachers informed, the notebook was circulated among the various classes. Each teacher is required to sign the notebook to indicate their awareness of the information. (Mali Report)

A wide variety of information methods are used within each school, depending above all on the specific context. For instance, the schools hold monthly information meetings, but also two assemblies (at the beginning and end of the year). Other methods used include a performance table summarizing the overall situation of the schools; circulars, which keep the personnel and pupils informed of the actions of the administrative authorities (DCE, DEV, Ministry, etc.); registers of internal memos; weekly reports, which contain information on all the activities and events; and notice boards, which provide general information about the week, such as the weekly schedule for teachers and meetings. Another key time to distribute information is at the gatherings around the flagpole to raise the flag. (Guinea Report)

Every Monday there are gatherings to raise the flag, during which the director personally discusses with the pupils the key points from the previous week. In addition to this oral communication, the director sends written convocations to parents. Internally, use is made of a circular format and memoranda. (Guinea Report)

5.2.4
Professional support and ongoing training

43. A number of observers noted the importance given by school heads to professional support as well as to continuing education of the personnel, although these take different forms depending on the country’s situation. Some countries, including Mali and Senegal, are implementing educational reforms that involve significant resources and provide opportunities for continuing education, which are being put to use by the schools selected. This provides a sort of lever effect that the schools can use to generate their own training activities and professional support. However, even when the situations and resources are more limited, the schools in the study had a variety of strategies for networking and cooperative work that provide opportunities for coordinating teaching activity, as well as for individual and collective teacher training.

The directors of the three elementary schools not only carried out their conventional pedagogical duties (regular classroom visits, based on a schedule, with follow-up; annual, quarterly, monthly, and daily progress, in conjunction with homework reports, lesson notebooks, etc.) but also organized teacher development sessions, in addition to conducting ongoing consultation. (Senegal Report)

Pupil success in all the schools could be related to a system of arrangements … (including) continuing teacher education through the organization of self-training sessions and bi-monthly meetings, as well as various types of seminars, training programs and workshops. Decentralization takes place through the appointment of heads of technical groups, class year heads and class heads. This involves every teacher in the performance of a clearly determined task, for which he or she is monitored and evaluated. The activities of the technical groups are given impetus by means of joint preparation, self-training sessions, review courses, and help with lesson preparation. Teacher motivation flows from the attention that management also gives to their social problems. Teachers have a tendency to share both the good and bad fortune of their peers. (Guinea Report)

The directors have a logbook to schedule urgent assistance for less-experienced teachers. There are teachers who need moral support, pedagogical assistance, help to reinvigorate routine duties, direct support with practice lessons, and continuing training. This is why school heads visit classrooms, i.e., in order to observe the activity there and identify any problems. They interact with the personnel every day. At the end of each month they hold pedagogical sessions and review the results of the monthly reports. They advise their assistants to develop more concrete lessons and above all to use a variety of teaching material. (Central African Republic Report)

The teachers, in particular those from the first cycle of basic education, as well as the school heads in our sample, regularly take part in seminars and teacher training programs organized by the learning development centers (CAP) that are in charge of them administratively. It is very important to note here that the school heads in our sample and the teaching advisers play a very significant follow-up role by giving hands-on pedagogical supervision to the teachers. The recommendations of each seminar or each teaching practice program are applied in practice sessions that are held regularly in all the schools in the study, under the supervision of educational advisers and the school heads themselves. After each practice session, pedagogical discussion sessions are held in which all the teachers in the school are organized to deal with the difficulties the practice teachers were facing.

The pedagogical training and supervision programs are supplemented by informal consultation among the teachers, both in the first cycle and the second cycle of basic education. (Mali Report)

5.3
Management of pedagogy

5.3.1
Significant hands-on teaching supervision

44. In the schools selected for their academic success, the management personnel are strongly committed to the supervision of the pupils and teachers.

The director takes an interest in the presence of the pupils and teachers and coordinates the activity of the disciplinary commission. He works closely with the heads of the technical groups, in particular with regard to supervising lessons, and makes classroom visits. (Mali Report)

In general, the directors unanimously recognize the importance of checking on the punctuality of the teachers so as to ensure that they are working conscientiously, and to do this review the mandatory tables, lesson preparations, and the pupils’ exercise books twice monthly. It is also necessary to give oral and written encouragement to the teachers as well as to their pupils. He or she guides the teachers, particularly starting teachers, and gradually helps them develop by providing information, advice and, whenever necessary, model lessons. He or she divides the teachers among the classes, after having consulted them, and draws up a schedule of monitors for each month. (Central Africa Report) 

Primary school heads estimate that they spend 80% of their time budget on teaching management (training, hands-on supervision, monitoring teachers in classrooms, quick visits to classes to check on pupil school uniforms and the cleanliness of the rooms, etc.). Tasks are distributed in such a way that the assistants are able to deal only with essentially pedagogical issues. They supervise the organization of model lessons, observe the classrooms, organize paperwork, check on the cleanliness of the school and on discipline, and supervise self-inspections. The self-inspections serve to identify teachers who have weaknesses so that they can be helped. The self-inspections are facilitated by the establishment of the technical groups. The technical groups are in charge of checking lesson quality, handling self-training, organizing model lessons, monitoring the progress of lessons, supervising teachers with low levels, and advising the teachers, etc. (Guinea Report)

In all the schools, the personnel questioned emphasized the good spirit and convivial climate among the teaching team. In addition to team spirit, another success factor was the discussion, motivation and involvement of the teachers, which ensured uniform progress and the effectiveness of standardized evaluations, but also the establishment of a framework favorable for research and initiative … In addition to cooperation within the organizing teams themselves, during consultation and supervision by their peers and especially the school heads, the National education department inspectorates (IDEN in Grand – Dakar 1 and Dakar - Médina) regularly organize training seminars for teachers on the management of pedagogical innovations. (Senegal Report)

45. Also worth noting is the presence of mechanisms to build motivation and reinforce the efforts undertaken for the pupils as well as for the teachers.

A system of honor rolls and awards were implemented in the schools. Together with APEAEs, at the end of the year the schools held a ceremony to which the pupils’ parents, the administrative authorities and everyone involved in the school system were invited. On this occasion, the best pupils and the teachers who have distinguished themselves during the school year were awarded gifts and entered on the honor roll. (Guinea Report)

There are mechanisms to help motivate both the teachers and the pupils. With regard to the pupils, this is very well managed in all the schools that received us, obviously with a few variations. In addition to the honor roll that recognizes the best three to five pupils at the end of the year, encouragement is given at the end of each quarterly composition to those who are making progress, and their name is recorded on a wall display inside or outside the classroom. There are other forms of recognition that are granted, this time by the teachers themselves (awarding of various gifts, such as candy, games, books, etc.). (Senegal Report)

5.3.2
Monitoring and evaluation activities to promote learning

46. Despite the diversity of national contexts and different resources and orientations, there is a significant effort everywhere by both management and the teaching personnel to ensure pupil success. The importance of hands-on teaching supervision and activities to build motivation have already been noted, but it is also important to note the existence of the regular evaluation of learning. There is, indeed, a constant concern for learning.

Pupil success in all the schools can be associated with a set of measures taken by management, which are presented in this section. The organization of catch-up lessons by the technical groups … rigorous checks and ongoing evaluation of pupils, with the organization of monthly compositions in the test classes, and report cards that are given to the pupils for their parents. The teachers also use these to see how to carry out remedial work. Tests are organized in several disciplines, and a process of emulation among teachers and groups of pupils is institutionalized by analyzing results by class, year and gender. The strategy aims to avoid multi-grade classroom use for pupils in test classes and even in year 1, which is considered to be a very difficult one. The classroom practice of the teachers is monitored, and management personnel make regular visits to the classrooms to check on the way the teachers are teaching, as well as on pupil behavior. (Guinea Report)

It can be observed in practice that teaching supervisors can help avoid, for example, in math lessons, a concentration on operation calculation. Based on the principle adopted, it is necessary to offer courses that are genuinely lessons (and not merely revisions and evaluations), to avoid expository transmission (“a multiplication must be sought”), to take greater advantage of the activity of the pupils by using a trial and error method, make use of the material environment by showing, for example, parallel lines in the classroom, and to deepen an initial understanding of problem resolution (such as the need of the obstacle for the research). (Central Africa Report)

The goal of such training is to help the school authorities to be able to involve all the direct players (teachers, directors and pupils) and indirect players (pupil parents, management committees, technical and financial partners, local authorities, youth associations, women’s groups, etc.) in developing practical training modules to improve the quality of academic learning. In this framework, the school will cease to be the exclusive province of teachers and directors, as it will involve the entire broader community of parents and teachers who belong to a given learning development center (CAP) around specific learning projects. (Mali Report)

Learning development programs as well as continuing teacher training are more or less obligatory because of the institutionalization of standard programs and evaluations, constraints related to the pace of progress from one grade to another, the differing levels of competence of the pupils, and differences in the experience of teachers (which determines the need for information and training within the teaching team). All this requires that the teams consult regularly. In elementary school, this takes place by grade and steps, but also during pedagogical discussion and supervision by the director. At middle-school level, the teams and disciplinary clubs are places where teaching tasks and their distribution can be discussed and coordinated

All this promotes not only exchanges but above all the planning of teaching-learning activities and evaluation activities. (Senegal Report)

5.4
Management of partnerships

47. There is increasing agreement about the importance of the openness of schools to their communities and the value of establishing close cooperation and partnerships with the latter. Such partnerships include the various education-related associations, as well as NGOs and civil and private bodies that relate to the school institution. The main partner is generally the association of school parents and friends (APEAE) or simply the association of parents (APE), depending on the national situation, an organization that is found in many countries, including the four involved in this study. These organizations fulfill various functions and can prove to make an important contribution to the pupils’ academic success.

The APEAEs are informed about all school activities. The partnership between the schools and the APEAE bureaus and local officials is expressed in a number of ways. The bureau members could, for instance, help settle conflicts between school personnel and parents. In general, the APEAE is involved in handling all types of conflicts in the schools. When a problem arises, the association discusses it with school management in order to arrive at a consensus-based solution. The APEAE cooperates with the school with regard to parent fees. The teachers receive the fees, and the school pays them to the association treasurer. These are normally managed jointly by the APEAE treasurer and the school director, who by law the secretary-general of the bureau. The APEA purchases school desks, and deals with school maintenance and repairs. The fact that APEAE bureau members come from a variety of professions makes the bureau more effective with regard to its activity in the schools.

In addition, the results of school compositions are declared during ceremonies organized jointly between the school and the APEAE. Report cards are given to the pupils’ parents, so that the pupils will not purposefully deceive them. This procedure also helps reinforce pupil supervision. (Guinea Report)

The parents association (APE) is integrally involved in social mobilization. It strives to concretize the objectives of the school head. It helps to improve the school context by mobilizing human, financial and material resources before school opens…; to raise awareness among parents about the annual, individual fee to be paid for each student; to raise parents’ awareness so as to help pupils learn more effectively (at school and home); to facilitate tutoring for smart, hard-working children who come from difficult or disadvantaged backgrounds; to deal with the financial costs of building engineers and other less-skilled employees …; to help build classrooms so as to relieve the congestion in certain classes with over-enrolment …; and to help with social mobilization during major events that affect internal school life … (Senegal Report) 

48. This association has also proved to be an important channel for communications with the parents and community.

The APE general assemblies are announced to the members over the national radio and on private stations. But when the meeting requires the presence of everyone, school heads often use circulars to inform local and village officials, who in turn arrange for someone to inform the population at night or at dawn. (Central Africa Report)

49. Nevertheless, the status and function of this association has been called into question in certain countries. This is the case in particular of Mali, where school management committees have been introduced.

All four schools in the sample have a parents association. During our visits, we had the opportunity to meet with the members of the parents association bureau. The members of the various bureaus told us with great bitterness that while their associations continued to exist, they have not been operational since the school management committees were created in the schools. It should be added here that, in the course of implementing the Ten-year program to develop education (PRODEC), the top education officials recommended the creation of school management committees in all Mali’s schools. While in some schools the parents associations have more or less good relationships with the school management committees, it is also true that in most cases these relationships are difficult in the schools, due to conflicts of interest and authority. In this regard, it would help in the near future to clearly define the roles and responsibilities of each organization in order to prevent future difficulties. Currently, each school visited had two bodies, but for the moment neither was functioning. The members of the management committees that we met with told us that they are currently drawing up drafts of the by-laws and internal regulations for their organization in order to be able to undertake activities to promote school development. (Mali Report)

50. The implementation of the policy on decentralization and the establishment of school management committees does indeed point to the need to redefine existing bodies and practices. These recent committees often have a broader representative social base than the parents. This is the situation in Senegal in particular, where these committees have been mobilized to improve academic success.

The goal of the management committee is to develop synergies between the different educational players so as to enhance efficiency. It draws on a broader social base and its management is composed of representatives of different social groups.
 
There are representatives of workers, neighborhood women’s groups, etc., and a single representative of city hall; the school head is the permanent secretary. It is in contact with funding agencies and has substantial human, material and financial resources. It includes external resource people who are able to make their skills and know-how as well as their personal connections available to the school. With the technical help of the school head, it mobilizes to define one-off actions to be taken to achieve optimal, lasting conditions so as to better achieve academic success in the school … Its assets are put to use in particular in the field of school projects, where it is the custodian of funds allocated to the school to implement activities (development of a library, small-scale gardening, development of teaching material, assistance to teachers so as to increase lesson credits, the development of teams to teach computing, and the creation and management of school canteens) defined by the teaching team and approved by the funding agencies (NGOs/companies) and local government. (Senegal Report)

51. In the case of the Central African Republic, the parents associations are indispensable partners in ensuring and developing school activities.

Given the reduced capacity of the State to finance activities in the education sector, the burden of supporting the schools has shifted to the local community, which de facto has become the main partner of the system, through bodies like the parents associations (APE). These now need to cooperate closely in order to solve the school’s problems. The involvement of the parents association in managing the school is an index of pupil success and constitutes a guarantee of their future. They take action at the level of each school in the country, to varying extents, to help resolve urgent problems with regard to equipment and supplies, and, at the school heads’ request, call on the population to help keep the school grounds clean. The APE also plays a key role in raising parent awareness about the need for their children to attend school. 

Supplies for collective use are usually provided by the State through the Basic Education Inspectorate 1 (IEF 1), but for the last decade there has been no allocation, and the parents association has stepped in to find available funds. Textbooks for the pupils are also paid for by the parents. As one of the teachers questioned about their cooperation with the parents stated, “The parents understand us well, and this helps us to keep on going.” (Central Africa Report)

52. Other partners also make essential contributions to the pupils’ academic success. These contributions vary, depending on the country and school. Of key importance, however, are certain NGOs and programs like UNESCO’s Education for All (EFA) and those of UNICEF, of the United Nations Population Fund, and the international development agencies of certain countries, etc. Some of these partners play important roles in the support and development of particular areas such as girls education, which is the case of FEG-FAWE, among others.

53. The subject of partnerships also covers the network of relationships that have grown up with other government, municipal and private bodies in the search to maintain and expand the resources needed to develop the schools. There are, however, differences among school management in the emphasis given to mobilizing and developing partnerships with the broader community. We have observed the significant role of partnerships in the schools selected for this study. It is clear that the school managements that stand out for the success of their pupils make significant efforts to develop close relations with the broader community in order to expand the resources available to develop learning.

Conclusion

54. First of all, it should be remembered that this study paid particular attention to the way school management was exercised in sixteen schools in four African countries that, despite facing conditions comparable to those of other schools, had higher levels of academic achievement. By using a common framework for observations and questions, each country’s team conducted interviews in the four basic education institutions on their territory and produced monographs on each school as well as a country report. This summary report draws on this work and on the many discussions that took place throughout this process.

55. This research was conducted in the face of a certain number of limitations that it is important to note. First of all, the limited resources allocated to this study led to certain constraints on its implementation and coordination. For example, we had to restrict travel to a minimum, which thus limited us to schools that were in the area of a country’s capital. In addition, while we were able to hold a launch seminar, it was not possible to hold a second one in order to share the data and its analysis collectively.

56. While the data collected are interesting and relatively reliable with regard to the schools analyzed, it would be an exaggeration to try to generalize these results to other schools in the country or the continent. Likewise, this study presents an analysis of the functioning of schools where the pupils stand out for academic achievements that are superior to those of other “comparable” institutions. Yet this notion of “comparability” also has its limits. As each school is unique in certain ways, any comparisons must be made with certain reserves.

57. Finally, it should be remembered that this study was not mandated to conduct a review of the literature on the relationships that might exist between pupil success and the management of the schools. Over the years, this research issue has been and will continue to be broadly explored in the international literature. The value and originality of this study is the practical light it sheds on this subject in a study of the functioning of sixteen African schools. We have thus not made any comparisons between the results obtained and a certain number of observations in the literature, particularly from the West, on this issue. Nor was it within our research mandate to transform the observations into “guides for action” for school management. These are other projects that could take place as a follow-up to this one.

58. This report presented several observations that need to be briefly summarized. However, first there is a situation that needs to be pointed out.

59. The sixteen schools that were selected for this study are schools that are located in relatively disadvantaged areas, with excessive enrollments and a scarcity of resources, even including insalubrious buildings. In some cases the personnel have not received a paycheck in many months. However, at no point during the course of this study was this difficult, even grueling situation invoked or presented as the main explanation for the difficulties experienced in achieving academic success. It was apparent instead that the school teams, who were very aware of and somewhat irritated by conditions that were relatively unhelpful to learning, but who did not succumb to these, are committed people who are devoted to their profession and to the success of their pupils as well as to the existence of a forward-looking management that encourages and relies on them.

60. Another major observation from this study is clearly the need that we faced to review the planning of certain of our sub-sections. We had originally planned a section entitled “Similarities and differences” for each of our main headings. However, as our analysis developed, it became evident that there were many more similarities than differences between the schools that were characterized by the high level of academic achievement of their pupils, and that this was so despite differences in the contexts, policies and approaches of the countries. Overall, then, without ignoring the structuring effects arising from the general way an education system is organized, it has to be stated that the basic unit of educational activity is clearly the school, and that it is there that the dynamics that lead to greater academic success for all the pupils either do or do not take place. Yet in the field of teaching, in this very human endeavor that demands broad professional autonomy and which is performed amidst uncertainty and complexity, in order to ensure cooperative efforts that help everyone succeed and that develop collective skills, a certain number of best management practices have proved significant. Among these are the basic ones pointed out made in this study.

61. The schools that stand out for their pupils’ high level of academic achievement are well organized and well managed. Their heads are constantly involved in organizing activities and providing support to the whole of the school’s personnel and pupils. They know how to nurture a relationship of trust and to mobilize the efforts of everyone to enhance the learning and success of the pupils, even in the face of very difficult teaching conditions. While the school directors make use of a variety of strategies (honor tables, distinctions, prizes, etc.), they achieve a high degree of motivation above all because of their capacity to delegate and to foster a sense of responsibility by promoting a cooperative approach and setting up groups to develop collective skills (e.g., specialist groups, project and innovation groups, etc.).

62. Furthermore, the great majority of these school heads are particularly involved in developing teaching skills within their institution. Thus in practice they do not limit their function simply to school administration but instead expend a remarkable effort on organizational and pedagogical activities within their school.

63. Without descending into caricature, it is apparent that these schools achieve success because there are those who work with determination to make this happen. A sweeping range of measures and practices are deployed to help mobilize the teachers, strengthen the commitment of the pupils and encourage and build on success. Crucial attention is given to learning and its evaluation, which is the focus of a shared concern and ongoing supervision, despite the size of the groups involved.

64. A final characteristic observed in the directors who head the schools that are distinguished by high levels of success is their unquenchable thirst for knowledge and continuing learning about the exercise of their profession. These people feel the need to be part of a network of professional co-development with their peers and to obtain access to further training in education management that is relevant to their practice, their skills and their level of expertise.

65. After all is said and done, this research highlights the full importance of the role of the school heads studied in organizing activities and mobilizing those who are essential to ensuring that the school is run on the basis of its pupils’ success. While of course neither the responsibility nor the credit for the success of the pupils comes down to the person responsible for managing the school, nevertheless the best teaching team risks quickly finding itself confronted with insuperable conditions for development if it is headed by someone who is incompetent or poorly trained or who is unaware of the importance of their own contribution in guiding the process of academic achievement for all the pupils in the school. This points to the significance of initial and continuing education for school management personnel and to the varied, diverse nature these training programs should have, including in particular those that can only be experienced by belonging to a broad network of professional colleagues.
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