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PURPOSE AND OBJECTS OF THE REVIEW
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REVIEW AREAS KEY RESEARCH QUESTIONS 

TOC To what extent has the TOC impacted on the progress towards achieving outcomes? 

Participation To what extent are teacher development opportunities accessible to teachers?

Effectiveness To what extent has the implementation of teacher development been effective in achieving its 

goals, objectives and intended outcomes?

Relevance/Responsive To what extent do programmes respond to the needs of the teachers and the curriculum

Efficiency To what extent is the DBE efficient in its implementation of IPSFTED objectives?

Sustainability To what extent are development programmes sustained, and what measures are in place to 

ensure this? 

Impact To what extent have the interventions identified and implemented had an impact on the teaching 

practices



PROBLEM STATEMENT
The situation in 2011, teacher development 

programmes

Were often limited, unrelated to broad strategy, 
not directed to teachers who need it the most

Delivered through ‘top-down’, ‘off-site’ and ‘one-
shot’ approach

Lacked transparency in the selection of course 
participants 

Lacked clarity on realism in the development 
outcomes

Lacked accountability both in terms of money 
spent and the quality of programme
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PROBLEM STATEMENT
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The system had limited information about system-wide priorities, accessibility, effectiveness 
of support structures, integration and impact

Limited system-level understanding about the effects of interventions [potentially resulting 
in repetitive mistakes such as time wastage, poor budget spending and low value for money]

Teachers lacked subject knowledge, pedagogical knowledge, classroom management, 
curriculum and lesson planning

Teachers lacked skills to teach multi-grades and multi-lingual classrooms



POST 1994 POLICY REFORMS

Structural changes in the teacher education system to redress past 
imbalances and cost-effectives as well as qualification 
improvement:

NSE [2007] served as a blueprint for creating a greater level of 
uniformity across the differential provision of teacher 
education

 NPFTED [2007] mandated the DoE with teacher education 
planning, funding and monitoring, with a strong emphasis on 
partnerships, and for teachers to take ownership of their 
development by continuously strengthening their professional 
knowledge

 ISPFTED [2011] introduced the integrated and collaborative 
architecture [ISPFTED Envisioned CPD Architecture: next slide 
]
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ISPFTED’s 
ENVISIONED 

CPD 
ARCHITECTURE
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ISPFTED 
IMPLEMENTATION: 
ENVISIONED ROLES 

AND 
RESPONSIBILITIES

AGENCY RESPONSIBILITY

DHET Qualifications programmes, PTECs, enrolment planning and 
supply

DBE NICPD-Develop system for teachers to identify and address 

teacher developmental needs, content frameworks, diagnostic 

self-assessments tools, CPD courses, ICT platform, alignment with 

SACE CPTD Management System and facilitate expanded 

opportunities for teacher access and local-level activities 

PEDs Conduct research to inform the needs analysis process, 

implementation, monitoring and evaluation, needs identification 

and PLCs

SACE CPD management system and approval of providers, allocate PD 
points

ETDP Fund courses and qualifications programmes



SCOPE OF 
THE REVIEW
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Implementation 
Period

10-Year Review [2011/12-2015/16] and 
[2016/17-2019/20] 

Target Educator Employment Act [EEA] 
Personnel

Programmes 
Implementors

DBE, PEDs, SACE, ETPD SETA, HEIs, 

teachers’ unions and service providers 

Review Elements  Participation Rate

 Effectiveness

 Relevance and/or 
Appropriateness

 Efficiency

 Sustainability



CONCEPTUAL 
CHARACTERISTICS 
OF EFFECTIVE CPD

 Continuum

 Life-long learning

 Personal and career 
advancement 

 Structured/standardised

 Provided externally, site-
based, self-directed, 
context relevant, 
collaborative and job-
embedded 

 Enhances the 
professional identity of 
teachers

 Focuses on content and 
pedagogy

 Responsive 

 Supported and 
sustained 

 Incentives

 Cost-effective

 Impactful
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INTERNATIONAL CASE STUDIES
OBSERVATIONS 
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MALAYSIA FINLAND TANZANIA

PARTICIPATION 91% Courses and workshops-uniform district-level 
approach, 57% networks, 10% qualifications (6x types of 
COPs)

74% Reading/research, 68% workshops and courses, 34% 
networks, 11% qualifications 

42% Courses/workshops, 32% 
seminars/conferences, 14% qualifications, 8% 
peers coaching

RELEVANCE/
APPROPRIATENESS

Top-down model, learner assessment is the basis for to 
determining programmes. Generic, may be district 
focused than individual teacher

The research-based orientation acquired in pre-service 
teacher education makes them capable of designing 
school-based projects, courtesy to higher qualifications

Central planning with incidents of selection 
which may explain that teachers are not 
involved in the design of programmes

EFFECTIVENESS Ave-95% Curriculum, pedagogical competencies, and 
evaluation and assessment (courses and COPs). And local 
initiatives.

Generally high across, with ICT well developed although 
there was a decline. Peer mentoring offers opportunities 
for new and experienced teachers and promotes time for 
collaboration and reflection

The study could not establish whether teachers 
were involved in deciding

EFFICIENCY LINUS-lack of targeting and expenditure tracking, may 
result in wholesale implementation even where not 
needed 

FNAE, which is responsible for monitoring service 
providers’ implementation activities. 

Mostly programmes are NGO-led and they have 
their internal systems. 

SUSTAINABILITY Malaysia participation ranked [12%] than the 15% 
intensity average-of TALIS participants. Release from 
duties was the main incentive while monetary was the 
least incentive

Release time  was among the key main contributing 
factors, with monetary being immaterial

NGO-led programmes have limited span, schools 
and teachers sense of local innovation, and this 
has help sustain the programmes at school level

IMPACT Teacher proficiency in English improvedc and 
corresponding improvement in learner performance and 
the mean score for reading, math and science improved

Factors affecting declining performance: Implication of 
smartphones-boys reading less, excessive time spent on 
internet reduced brain-processing abilities and focus, 
economics, class sizes, declining assistant teachers and 
special education teachers, limited access to CPD

School examination results have been improving 
from about 57% in 2013 to 72.8% in 2017.



INTERNATIONAL 
CASE STUDIES:

LESSONS 
LEARNED

Elevating improving education outcomes as a national 
priority raises the profile, the stakes, and the resource 
allocation and improved implementation accountability, and 
by extension, linking the centre of government with the 
education sector can help improve monitoring and problem-
solving

Programmes focus on pedagogical competencies, 
curriculum, evaluation and assessment, and to some extent, 
ITC skills

 Out-of-school and scripted instructions are used in many 
context

Job-embedded and sustained programme can be more 
impactful 

Integration based on performance culture and reporting 
routines on Key Performance Indicators [KPI]. E.g. Malaysia’s 
Blueprint (PADU, PEMANDU and the Task Force) 
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INTERNATIONAL 
CASE STUDIES:

LESSONS 
LEARNED

Post-training follow-up and support at school and classroom 
level

Collaborations and peer-engagement offer opportunities for 
both new and experienced teachers to learn together in a 
supportive environment

Collegiality: Management support, peer support and mentorship

Guidelines for the selection of teachers to attend out-of-school 
CPD are essential

Objective reporting regime, with monitoring and risk 
management plans

Targeting and expenditure tracking: Value for money and to flag 
cost overruns

Causal link between higher qualifications and school-based 
efficiencies

Sustainability: Enhanced by building-in incentives
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INTERNATIONAL 
CASE STUDIES:
CONCLUSION

 Two-systems approaches are distinguishable: Site-Based 
and Self-Directed

 Finland does not regulate the kind of programmes 
except those that deal with policy imperatives

Malaysia has a more district-centred approach to 
programme design and delivery 

Apart from curriculum-related programmes 
delivered by the government, Tanzania’s approach 
reflects a combination of both site-based and self-
directed programmes

[Assessments of student learning outcomes is difficult to get 
right and attribution of results are difficult in the absence of 
a dependable baseline, especially when several programmes 
are introduced concurrently]. 

13



FINDINGS:
THEORY OF CHANGE-STRENGTHS
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ISPFTED Technical Report
Describes the context

Identifies key outcomes 
hypothesis and strategies or sub-
outcomes

The linkages are apparent for 
outcome pathways

A teacher-led and teacher needs-
driven system 

ISPFTED
Has output indicators focused on 

setting up an “improved quality of 
teacher education and development 
system” 

It has clearly defined cycles-over a 15-
year period 

Building a system: Institutes, centres 
and PLCs. 

Accessible quality management system, 
funding, implementation and 
accountability

TPDMP identifies Four essential requirements: ‘enhanced collaboration among role-players’, a ‘coordinated 

national system for teacher education and development’, ‘adequate time for quality teacher education and 

development’, and sufficient funding for quality teacher education and development’.



FINDINGS:
THEORY OF 
CHANGE: 

WEAKNESSES

• TOC is Implied
 The lack of a comprehensive monitoring and evaluation 

strategy and the provision of a feedback loop [evidence 
of whether the assumptions worked] towards change, 
could be attributed to the implied TOC 

 The lack of an outcome map makes it difficult for change 
implementers to:

• Track the implementation of the TOC

• Reflect on the assumptions made

• Get feedback on the most effective change 
pathways

[NB: This mapping is particularly important in providing 
evidence of what works in each of the complex change contexts] 
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FINDINGS
THEORY OF 
CHANGE-

WEAKNESSES

Overall Management of TOC 
Implementation 

 Overall responsibility for reporting-No 
comprehensive information on school 
based CPD/PLCs 

No clear communication strategy

No clear monitoring and evaluation 
strategy

Reporting
Overall monitoring and reporting on 

CPD for teachers is not consolidated

16



FINDINGS:
THEORY OF CHANGE- WEAKNESSES

• Monitoring and Evaluation

• Broadly, the DBE is focused on monitoring thirteen [13] indicators

• Out of the 13 Indicators: 2 indicators[Indicators 2 & 11 are linked 
directly to teachers and CPD 

• Indicator 2: Focuses on the percentage of time teachers spend on 
professional development

• Indicator 11: Focuses on the percentage of schools with at least 1 
teacher who has received training in and support for learners with 
special needs 

• It is difficult to establish how quality of implementation is measured

17



FINDINGS:
SYSTEMS 

IMPLEMENTATION

 NICPD: Has been established as 
a Chief Directorate within the 
DBE

 PTDIs: 9 Provincial 
Institutes=[Eastern Cape-4] 
[Gauteng-2] [Limpopo-1 
[KwaZulu-Natal-1] [Western 
Cape-1] -[Gauteng, Western 
Cape and Eastern Cape have 
well-resourced PTDIs]

 DTDCs: There are 147 District 
Centres nation-wide [lack the 
required capacity]

 PLCs:  About 42% of teachers 
participate in the PLCs 
[subjects, grades or 
departments-based]
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FINDINGS
SYSTEMS 

IMPLEMENTATION
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NICPD

Implementation guidelines,  
resourcing measures, digital 
platform and measures for 
professionalisation are in place

Self-assessment platform with a 
range of skills programmes and 
various learning models has been 
developed: 

 Provides for teachers’ 
individual needs, accessible on 
multiple devices and is free 

 However, available data does 
not reflect a widespread access 
[generally, teachers interviewed 
in this project did not know 
about the platform]



FINDINGS:
SYSTEMS 

IMPLEMENTATION

COLLABORATIONS
Teacher Union Collaboration [TUC]: 

Teachers’ Unions are accessing funding and 
training, and collaboration among 
themselves

 Joint programmes with organisations such 
as NECT, Vodacom, Sasol Foundation, and 
Microsoft are being implemented

SACE: The CPTD Management System, 
guidelines and administrative system [and 
personnel]

ETDP SETA: Has established partnerships 
with implementing agencies, supported 
the self-assessment diagnostic facility and 
is funding CPD programmes. 

DHET: Qualifications programmes

[The establishment of the system is in progress, and 
integration and collaboration at lower levels of the 
system are systematically weak]
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FINDINGS:
PROGRAMMES 

IMPLEMENTATION

NECT Model:  
Highly structured lesson plans and 

coaches as well as capacity building of 
SMTs and subject advisors to provide 
pedagogical leadership in their schools

Strong learner-based learning groups, 
informed the Primary School Reading 
Improvement Programme [PSRIP] 

Piloted and now adopted as the 
national reading initiative

Building capacity of districts

RCTs can potentially allow large-scale 
interventions to become better 
focused and can provide evidence-
based data to feedback to teachers on 
how they can improve their 
pedagogical skills and performance



FINDINGS:
PARTICIPATION
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PEDs 
45%

Schools 
18%

Unions 
14%

DBE 
14%

HEI, NGOs 
private providers

9%

SHARE OF TRAINING

 Unions prefer university-based facilitators

 Residential programmes are reportedly more effective

 Participation in NGO-led professional development activities was found to be 

generally low



FINDING:
PARTICIPATION

 Participation rates are relatively high and 
widespread

 As in many other lower and middle-
income countries, state-funded training 
tended to be mainly in the form of 
workshops conducted in central 
venues. [To cover as many teachers as 
possible in the shortest time]

 There is a small percentage of teachers 
involved in Qualifications Programmes

 Lack of selection criteria  to lead to 
focusing of training on the least capable 
teachers

 Positive attitude towards self-
development is an essential motivation 
to participate in CPD
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FINDINGS:
PARTICPATION

Challenges
Teachers generally lack information 

about systems [on ISPFTED]
Unfavorable timing [No protected time 

for teachers] 
Not enough time to participate in CPD [2-

3 hours not adequate]
Unsuitable and inconvenient training 

venues
Teaching workloads and personal 

commitments 
Most participants in programmes do not 

claim their PD points
The lack of access to information is 

particularly acute in poorer schools 
[districts and provinces] where the need 
for CPD is greatest.



FINDINGS:
PARTICPATION

Why teachers are not claiming PD 
Points

Lack of information [Claiming 
processes are not adequately 
explained to teachers]

Many teachers do not view PD 
Points as an incentive

Not considered as a criterion 
for promotional purposes

Cumbersome administrative 
process

Lack of assistance by districts 
and service providers



FINDINGS
EFFECTIVENESS

26

Decisions on 
Programmes

 Demand-driven: Based on performance of schools

 Supply-driven: Through skills audits, needs analyses and IQMS outcomes

[Teachers are rarely specifically targeted for a specific CPD activity. This 

often leads to inappropriate and repeat training, which frustrates and 

demoralises more experienced and competent teachers]. 

Delivery Mode Delivery Mode: Mainly clusters and scripted programmes

Programme Types: Mostly workshops/courses and school-based [feedback and collaborative 

interactions on specific subject areas]



FINDINGS:
EFFECTIVENESS

Residential programmes are considered 
more effective

There is growing interest in finding 
approaches to encourage more informal 
ways of learning through activities such as 
reflection, joint problem-solving, 
networking and sharing of expertise. These 
are increasingly articulated through 
coaching, mentoring and innovative use of 
PLCs.

International evidence shows that using 
CPD to assist teachers complete higher 
qualifications can be a worthwhile 
investment [It may in future reduce the cost 
of CPD as teachers will be able to engage in 
self-initiated programmes]



FINDINGS:
EFFECTIVENESS

Challenges
Lack of guideline in the selection of 

teachers for CPD exposes teachers to 
inappropriate training [May leave them 
frustrated and demoralised]

Inadequate information about DBE’s 
self-diagnostic assessment [many 
teachers not using the platform due to 
lack about knowledge of the platforms 
and/or weak IT skills and there is no 
tangible evidence that districts are 
proactive in assisting teachers to 
manually complete self-diagnostic 
assessment forms as envisaged in 
policy] 

ITC programmes-too basic [lower level]
Micro-wave workshops [too short and 

overloaded content]
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FINDINGS:
EFFECTIVENESS

Challenges
Over-crowded workshops-[group 

work with no proper feedback 
from facilitators]

The effectiveness of 
programmes is often 
undermined by the poor quality 
of facilitators. 

The IQMS Process may result in 
programmes not covering all 
teachers needs [one-size fits all]

Centrally coordinated CPD 
programmes can potentially 
repeat content and pedagogic 
elements
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FINDINGS: 
APPROPRIATENESS

 The system can be said to be on track, and 
focus on the needs of the system:

Content 

Pedagogy

Curriculum 

Assessment 

ITC [remains weak]

[NB: All too often a one-size-fits-all approach 
means that appropriate content is provided to 
teachers who already possess that knowledge 
or skill. There is also a danger that this 
approach means that CPD activities tend to be 
continually targeted at the skills of the 
weakest teachers and the stronger teachers 
lack access to further development of their 
skills]



Some provinces over-spend and others under-spend their allocated budget: Provincial training budget and training 

expenditure as provided in the provincial EPRE Reports between 2017/8, 2018/9 and 2019/20 in that order

FINDINGS:
EFFICIENCY
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FINDINGS:
IMPACT

In some cases, large scale programmes are said not 
to have improved learning outcomes, however 
meta-analysis suggests that large scale primary 
interventions have positively impacted on 
outcomes

Block-release programmes can be more impactful

The Grade 12 results showed significant 
improvement in no-fee schools passes, from 51% 
bachelor pass in 2015 to 55% in 2019 [However, 
performance cannot be attributed solely to CPD-
infrastructure and resources, nutrition programme 
and reduced class sizes are among other factors 
that contribute to learner performance] 

Evaluating the impact of teacher development will 
require longitudinal study, but crucial to know 
what works
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FINDINGS:
SUSTAINABILITY

Teacher receive support from HODs and peers

Union: On-line support systems using resident experts 
effectively sustain their programmes 

Wealthier provinces : frequent follow-up visits, access 
to multi-media platforms are contributing factors 

Poorer provinces: Lack of district visits [1-2 times a 
year], time and location of training, lack of access 
roads, infrastructure, network and associated costs 
and personnel shortage



RECOMMENDATIONS:
LEGISLATIVE, 

REGULATIONS AND 
FINANCING

Recommendation 1: 

CPD funds should be ringfenced and coordinated by 
the DBE, or the NICPD once fully established as an 
arms-length entity, using clear written instructions on 
the use of the funds by the PEDs, drawn from the 
parameters laid down in the ISPFTED, to minimise 
waste and misuse, while maximising effectiveness, 
accountability, consistency of use and equity of access

Recommendation 2: 

The PEDs need to comply with the national policy on 
education districts by appointing more subject 
advisors. As the success of the CPD programme is 
highly dependent on the capacity of districts it is 
critical that districts have the human resources 
reinforced with IT skills to play the role of key link 
between CPD courses and change in the classroom 
leading to improved learner performance
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RECOMMENDATIONS:
LEGISLATIVE, 

REGULATIONS AND 
FINANCING

 Recommendation 3: 

 The DBE, with the PEDs, needs to regulate some 
aspects of CPD to set clear standards for: 

• Training facilitation; 

• Use of earmarked CPD funds; application and 
access to formal study leave for teachers 
supported by a broadened teacher substitute 
provision; 

• Regulating time in the school schedule for PLCs to 
meet and innovate; and 

• Creating career pathways by linking training to the 
award of PD points and articulation with higher 
qualifications.
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RECOMMENDATIONS:
INSTITUTIONAL 

ARRANGEMENTS

Recommendation 4: 

The NICPD, along with the PTDIs, is the key 
driver for successful implementation of the 
ISPFTED, therefore:

 The stated intention to establish the 
NICPD, once incubated in the DBE, as a 
fully-fledged, arms-length entity 
should be fast-tracked, with proper 
resourcing, powers and 
responsibilities. 

 Systems should be put in place to 
ensure that the NICPD is visible to the 
key stakeholders, particularly teachers. 
They need to be informed of the 
institutional developments as they 
occur. 
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RECOMMENDATIONS: 
INSTITUTIONAL 

ARRANGEMENTS

 The PTDIs need to be fully established and 
resourced in all provinces. 

 DTDCs need to be fully capacitated with 
staff and resources to be effective.

 There is a need for the DBE to redefine 
PLCs, including what form and activities 
they should undertake, based on the 
context of South African schools. While 
many schools now run successful PLCs, 
they vary widely. This redefinition must be 
communicated clearly so it is understood 
by everyone in the sector. 
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RECOMMENDATIONS:
CAPACITY DEVELOPMENT AND TRAINING 

Recommendation 5:

 Fit CPD to evidence-based training needs of teachers 
[provinces should be capacitated to do proper needs 
analysis of teacher]

 Driven by the NICPD and the PTDIs, teachers’ needs should 
be better articulated, respected and responded to, with 
targeted appropriate CPD. 

 The prevailing one-size-fits-all workshop approach to CPD 
offerings is based on a lack of strong pathways for teachers 
to indicate their training needs. These need to be developed 
and the system needs to be responsive to these needs by 
providing appropriate and targeted CPD to prevent 
resources being invested where they will not make an 
impact. 
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RECOMMENDATIONS:
CAPACITY 

DEVELOPMENT AND 
TRAINING

Recommendation 5:

 The NECT, EGRS and GPLMS approaches 
provide valuable lessons on how an evidence-
driven, differentiated and gradualist approach 
with built-in evaluation can result in 
maximising the impact of CPD programmes.

 Similarly, subject advisor led WhatsApp 
professional groups provide invaluable support 
in Gauteng, and union provision of online 
support following training is effective. Such 
successful models of designing and supporting 
CPD learnings back into the classroom need to 
be popularised and replicated.  
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RECOMMENDATIONS:
CAPACITY 

DEVELOPMENT AND 
TRAINING

 Recommendation 6: 

Schools and PEDs need to find ways to manage 
teacher workload to facilitate and protect 
professional development time. There are three 
approaches the review supports: 

 Re-instituting of prolonged formal study leave, 
accompanied by accelerated appointment of 
substitute teachers; 

 Expand bloc-release programmes for teachers 
during school holidays; and 

 Allocating time in the school schedule/ 
timetable to encourage school-based CPD and 
innovation.
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RECOMMENDATIONS:
CAPACITY 

DEVELOPMENT AND 
TRAINING 

 Recommendation 7: 

DBE, with the NICPD, PEDs must commit to 
prioritising lower quintile schools in poor 
provinces. 

Teachers in such schools need to be informed well 
in advance of upcoming CPD events and be able to 
indicate what CPD they require and want to attend

Provincial priorities alone should not determine the 
CPD available to teachers.

Investment in individual teacher academic 
qualifications should be seen as a valid expense and 
use of CPD funds. 
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RECOMMENDATIONS:
CAPACITY 

DEVELOPMENT AND 
TRAINING

 Recommendation 8: 

 Re-engineer the CPD Points system. DBE, with the unions, 
needs to require SACE to revamp the system  

 CPD programmes should link to an accreditation system 
so helping build learning pathways and articulating with 
relevant qualifications, but not at the expense of non-
accredited development courses

 CPD programmes should be constructively rewarded so 
teachers are motivated to do CPD. Punishment for non-
attendance tends to drive pointless compliance

[Many teachers may not know of, understand or respect the CPD 
Points system as it does not relate to promotion or 
acknowledgement and is administratively cumbersome.  Lessons 
can be drawn from other countries where CPD recognition is 
streamlined and related to internal recognition as mentor or master 
teachers or school IQMS coordinator and feeds into a promotion 
portfolio]
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RECOMMENDATIONS: 
INFORMATIONA AND 
COMMUNICATIONS 

TECHNOLOGY

 Recommendation 9:

DBE, through the NICPD and PEDs, needs to prioritise 
and accelerate the development of educator ICT skills 
which are weak for many teachers to access online 
courses. Lessons learned during the COVID 19 pandemic 
should inspire the sector

There is a need to make the NICPD digital platform and 
other DBE online platforms known and accessible to all 
teachers and develop free apps which would encourage 
teachers to participate more actively in their own 
professional development.  

•
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RECOMMENDATIONS: 
INFORMATIONA AND 
COMMUNICATIONS 

TECHNOLOGY

Recommendation 10:

PEDs need to build the ICT skills in district offices. 
District offices are a key weak link in the present 
CPD system. They should provide the school and 
classroom-based support teachers need to transfer 
what they learn in workshops into the classroom. 
Overstretched resources means that this rarely 
happens. Strong ICT skills in district offices would 
allow district offices to support and monitor the 
implementation of skills in schools. 
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Recommendations
monitoring and evaluation

 Recommendation 11:

DBE needs to ensure that the design and 
implementation of the ISPFTED is grounded on 
specified key performance indicators [KPIs] 
with seamless reporting across the system.

NECT and GPLMS and related large-scale early 
grade reform interventions indicate that a key 
driver for improving teacher performance can 
be lodged in the monitoring and evaluation of 
the impact of interventions using RCT. This 
generates data which should be used to inform 
more successful, better targeted, more nuanced 
CPD, and which can be fed back to motivate 
teachers. This M&E approach should be taken as 
a model of good practice on which to build 
effective CPD.
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Recommendations
Research

 Recommendation 12: 

 DBE needs to commission research to 
inform value for money of the different 
programs for teacher development. 

 There is a need for ongoing large-scale 
studies that examine the cost benefit 
analysis for better insights into the value 
derived from these investments. 

46


