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DepEd ORDER
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IMPLEMENTATION OF THE NEAP TRANSFORMATION

To: Undersecretaries
Assistant Secretaries
Bureau and Service Directors
Regional Directors
Schools Division Superintendents
All Others Concerned

1. As the Department of Education (DepEd) renews its focus on making decisive
gains in upgrading education quality, the strengthening of the professional training
and development of its 800,000 teachers is urgent and necessary. Towards this end,
DepEd is embarking on a major reform initiative, the organizational and program
transformation of the National Educators Academy of the Philippines (NEAP).

2. Such transformation is expected, among others, to streamline professional
development, make training activities programmatic and accountable, effectively link
professional development with career progression, generate efficient use of resources,
and ultimately realize NEAP’s mandate of providing the learning and development
needs of the increasing number of teachers and school leaders.

3. Pursuant to the authority, accountability, and responsibility for enhancing the
professional competence of all personnel of the Department in accordance with the
powers, duties and functions of the Secretary in Republic Act No. 9155, or the
Governance of Basic Education Act of 2001, the Implementation of the NEAP
Transformation provided in the enclosure of this Order, is hereby directed.

3. Immediate dissemination of and strict compliance to this Order is directed.
%/
LEONOK MAGTOLIS BRIONES

Secretary
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(Enclosure to DepEd No. __ , s. 2019)

IMPLEMENTATION OF THE NEAP TRANSFORMATION

WHEREAS, Article XIV, Section 5 (4) of the 1987 Constitution states in part that
“(T)he State shall enhance the right of teachers to professional advancement”;

WHEREAS, Letter of Instructions No. 1487 (Institutionalizing a Revitalized Program
of Teacher In-Service Training in the Public Schools) issued December 10, 1985,
directed, among others:

1. That an organization be designed that will institutionalize and improve upon
the existing Learning Action Cell approach, to help ensure the continuing
training of public school teachers at the elementary and secondary levels, to
see to the upgrading of their competence in subject matter being taught, the
principles and methods of teaching, school administration, and other subjects
pertinent to the effective exercise of educational functions;

2. That the training organization shall include as components a National
Education Learning Center (NELC), a Regional Education Learning Center
(RELC) in each Region or sub-Region, and appropriate training organizations
at Division, District and School level;

WHEREAS, Administrative Order No. 282 issued on May 27, 1992 renamed the
NELC into the National Educators Academy of the Philippines (NEAP) and expanded
its functions to include the development of school managers and leaders;

WHEREAS, various issuances of the Department of Education have been
promulgated to put into effect the directives of the Letter of Instructions and the
Administrative Order, but the vision of NEAP being the principal agency for training
and development of teachers and school leaders has yet to be fully realized, having
been constrained by lack of organizational scale and overlapping functions with
various Bureaus and offices;

WHEREAS, as the Department of Education renews its focus on making decisive
gains in upgrading education quality, the provision of professional training and
development to its 800,000 teachers is urgent and necessary;

WHEREAS, the Office of the Secretary tapped existing and available technical
assistance to look into the structure and program of NEAP, and overall professional
development activities of the Department, and to study how reforms may be
introduced;

WHEREAS, after submission of the study in August 2018, the Secretary issued Office
Memorandum 2018-0016 on October 15, 2018, creating a Task Force to evaluate the
recommendations of the study and prepare a Detailed Design for NEAP
transformation;

WHEREAS, upon completion of its evaluation, the Task Force presented on February

21, 2019 its Report to the Secretary, who approved the Task Force recommendations
and proposed detailed design on how to transform NEAP, and directed its immediate
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implementation, subject to refinements as may be necessary and appropriate during
implementation;

WHEREAS, the organizational and program transformation of NEAP are expected,
among others, to streamline professional development, make training activities
programmatic and accountable, effectively link professional development with career
progression, generate efficient use of resources, and ultimately realize NEAP’s
mandate of providing the learning and development needs of the increasing number
of teachers and school leaders;

WHEREAS, the NEAP transformation shall facilitate the operationalization of the
Philippine Professional Standards for Teachers (PPST) and similar standards for
school leaders, thereby enhancing the system-wide quality of professional practice in
education, effectively support K to 12 initiatives, and radically improve the learning
outcomes of learners;

WHEREAS, included in the powers, duties and functions of the Secretary, as
provided in Republic Act No. 9155 (Governance of Basic Education Act of 2001), is
the authority, accountability, and responsibility for enhancing the professional
competence of all personnel of the Department;

NOW, THEREFORE, in consideration of the foregoing premises and in the exigency
of the service, the following are hereby directed:

SECTION 1. Adoption of Task Force Report. The Report of the Task Force on NEAP
Transformation, which contains the recommendations and proposed detailed design
for the NEAP transformation and hereto attached as Annex 1, is hereby adopted for
immediate implementation, subject to refinements as may be necessary and
appropriate during implementation.

SECTION 2. Creation of a Transition Team. A Transition Team is hereby created
to work jointly with the existing officers and personnel of NEAP, to execute the steps
necessary for carrying out the proposed design of the NEAP transformation.

The Transition Team shall be composed of the following:

Atty. Nepomuceno A. Malaluan
Undersecretary/Chief of Staff
Office of the Secretary

Jesus Lorenzo R. Mateo

Undersecretary

Planning, Human Resource and Organizational Development, and Field
Operations

Annalyn M. Sevilla
Undersecretary
Finance

Dr. Diosdado M. San Antonio

Director IV and Officer in Charge (OIC), Office of the Undersecretary
Curriculum and Instruction
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John Arnold S. Siena
Director IV
NEAP

Jennifer E. Lopez
Education Program Supervisor and OIC, Office of the Director III
Bureau of Human Resource and Organizational Development (BHROD)

Abram Y. C. Abanil
Director IV
Information and Communications Technology Service (ICTS)

All Regional Directors

The Transition Team shall be headed by Undersecretary Malaluan, and shall
regularly report the transition progress to the Secretary.

SECTION 4. Organizational Transformation of NEAP. The Transition Team, jointly
with NEAP, shall commence the organizational transformation of NEAP through its
immediate restructuring to reflect its central, regional and other field components,
as recommended in the Task Force Report.

The required officers and personnel complement of the transformed NEAP shall be
filled through designations and phased hiring, consistent with applicable rules and
regulations. All existing NEAP officers and personnel are absorbed into the
transformed NEAP, and shall be assigned to the offices where they best fit, as
recommended by the NEAP Director.

The Transition Team, through proper channels, is directed to coordinate with the
Department of Budget and Management for the creation of the plantilla positions
required by the NEAP transformation.

SECTION 5. Program Transformation. The Transition Team, jointly with NEAP,
shall undertake the immediate development of an integrated professional
development program, covering all aspects as indicated in the Task Force Report.
The initial program shall be implemented starting January 2020.

The Transition Team and NEAP shall consult the Teacher Education Council
Secretariat and all Central Office Bureaus and Services with existing training
programs for teachers and school leaders, to determine the inclusion and
prioritization of such programs in the overall professional development program, as
well as their respective roles in content development and delivery. Similar
consultations and cooperation shall also be with relevant field units.

In the meantime, all existing professional development activities as approved under
the 2019 Work and Financial Plans of the relevant Bureaus, Services, offices and
units shall proceed as scheduled.

SECTION 6. Technical Assistance. The Transition Team shall engage the Philippine
National Research Center for Teacher Quality (RCTQ) based at the Philippine Normal
University and its partner, SIMERR National Research Center based at the University
of New England, to provide the primary technical assistance for its work. RCTQ-
SIMERR undertook the NEAP Transformation study and was also part of the Task
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Force on NEAP Transformation, through the Basic Educations Sector Transformation
program.

The Transition Team shall leverage other technical assistance in support of NEAP
Transformation as needed.

SECTION 7. Ecosystem Approach. The Transition Team and the transformed NEAP
shall operate under an ecosystem approach, whereby NEAP shall engage a wide range
of internal and external stakeholders in the development and delivery of professional
learning programs.

SECTION 8. Fully Integrated Professional Development Program. Beginning
2020, the professional development program of the Department for teachers and
school leaders shall be fully integrated in terms of development, design and delivery,
to include the Teacher Induction Program (for new teachers), career progression
programs, and special programs.

As such, beginning 2020, all offices and units of the Department at all levels of
governance are hereby directed to coordinate with the transformed NEAP, align with
its program, and follow its standards and guidelines in the implementation of any
professional development activities for teachers and school leaders.

SECTION 9. Support and Cooperation of All Units. All offices and units of the
Department at all levels of governance are hereby directed to extend full cooperation
and support to the Transition Team and the transformed NEAP in the discharge of
their work under this Order.

SECTION 10. Implementing Issuances. In close collaboration with the existing
NEAP, the Transition Team shall recommend to the Secretary the promulgation of
the necessary orders and other issuances for the implementation of the
organizational and program transformation of NEAP and for other related purposes.

SECTION 11. Term of the Transition Team. The Transition Team shall commence

its operation upon effectivity of this Order, and shall complete its work within 18

months therefrom.

SECTION 12: Effectivity. This Order shall take effect upon issuance.

Immediate dissemination of and strict compliance to this Order is directed.

ok

LEONO AGTOLIS BRIONES
Secretary
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REMARKS FROM
THE SECRETARY

Informal Remarks
at the Presentation of the Task Force
Report on NEAP Transformation

Secretary Leonor Magtolis Briones

Department of Education
February 21, 2019

HAVE BEEN greatly and intensely interested in the effort to capacitate our

teachers. As all of you know, | am an academic. | have been teaching for more

than 50 years. | come from a teaching dynasty, where many family members
are teachers. | am deeply aware of the continuing development that must
happen during the professional life of a teacher.

Before | respond to the recommendations of
the Task Force on NEAP Transformation, let me
empbhasize first the need for us to understand the
teachers of today, as a context to any professional
development program. On this point, let me
share my observations of the teachers then and
now, based on my personal exposure to them
throughout my life, and presently as Secretary of
Education.

When | came into the Department | realized
that even as NEAP still has to be transformed,
our teachers are already transformed. Somehow
the public has a notion of what our teachers are
like and what our education system is like. Public
perceptions of public education and private
education have remained constant: the teacher
is underpaid and overworked, and the quality of
public education is inferior to private schools.

Even our main channels of communication with
the public, the members of the mass media, are
also imprisoned by their experiences of education

when they were students. Our notion of education
is shaped by our respective experiences. Our idea
of a teacher is one of devotion, suffering, and
exploitation.

In the distant past, teachers in the Philippines
came from the middle and even the upper-middle
class. It was the main profession that women were
encouraged to engage in. They had their towering
hair-do, and came in their proper dresses and
shoes, and their lady-like behavior.

My observation is this has already changed.
What motivates the teachers of today to decide to
become a teacher? During my visits to the various
regions, | ask the young teachers: What made you
decide to take up education? A common answer is
education is the most affordable course that one
can take, unlike medicine or law. I recall very few
who said they really love teaching, and would not
have chosen any other field.

Another question | ask is: Why did you move
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from the private school to the public school? The
answer has always been because the salary and
benefits are higher in the public than in the private
schools. In studies we did, what teachers spend
their borrowed money on today is different from
the time when my mother borrowed money to
send us to school and university. There are many
other things that teachers now spend their money
on. One of these things, | can tell you, is travel
abroad. | have signed thousands of applications
to travel abroad on personal leave. They go to
Iceland, to Denmark, make a tour of Middle East,
the Holy Land. Name any country, and chances are
there is a teacher who has visited it.

The point | am making is that teachers have
changed. It is now relevant to ask what motivates
our teachers, and what our education institutions
teach them. Yes, we still have the noble ones, the
suffering ones, and the patient ones. But those
whose voices are the loudest, the most strident,
are different from the teachers that we used to
know and whose image we have retained.

| may not be the most popular Secretary of
Education among the teachers because | tell
them what we are learning about them, but it is
important to know and understand where they are
right now in order to know how we may further
capacitate them. We need to realize that we get
our teachers who already are the product of their
families and environments, their demands and
expectations, their ambitions, and the education
by the colleges and universities they graduated
from.

Thus, the task of NEAP to develop teachers
to meet the Department’s needs is formidable.
We don't really have big ambitions on dramatic
conversions among teachers; we just want them
to be more competent, and equally important,
devoted to their profession.

We do not have grand illusions about how
much we can impact at this stage of their careers.
Maybe we cannot get the teachers that we used to
have when we were in grade school, but through
the NEAP transformation, we hope to develop
teachers in the service who are able to respond to

what the country needs. It is to have the skills and
the attitude that enable them to give their best. It
is to realize that there is nothing more satisfying,
there is nothing more fulfilling — and | know this
because | have been teaching for more than 50
years — than touching people's lives as a teacher.

My interest is in NEAP being able to contribute,
in some way, to the broadening of the perspective
of our teachers.

Within this backdrop, | welcome the recom-
mendations of the NEAP Task Force. Your plan is
to start in the 2020 budget, but | think once the
President approves the 2019 budget, then we can
already identify items of expenditure which are
related to training and capacity building that we
can already utilize for NEAP transformation. We
should not wait for next year; we should start now
because the problems and challenges are already
here, now. The thing is for us to get going.

On specific aspects of the recommendations, |
would like to make the following comments.

| agree with the idea of creating an Advisory
Council. It is always good to hear insights from
outside, and from those who have been there,
and who have travelled the journey and perhaps
suffered for making proposals to further enhance
education. It is also always good to hear from our
clients. It will be good to even have a teacher in
the governing board.

| am much more interested actually — aside from
the legal, financial, or organizational aspects — in
the curriculum, on what we will teach our teachers.

| fully agree with the view of Prof. Miguel Luz,
former Undersecretary of DepEd, that itis not only
the technicalities of teaching that we need; it is
also more about learning and development.

One Master Teacher who writes a blog,
perhaps one of the most strident critics of the
Department, said that teachers have to be given
special attention because they are the source of
all knowledge. | do not agree because there are so
many sources of knowledge now. And our learners
get them and absorb them at a much faster rate.
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| keynoted 12,000 teachers in an expo on
technical advances in education, and it is amazing
how you can develop 21st century classrooms where
you don't use blackboards anymore. We use smart
boards. Libraries are now very compact because
they are largely electronic. Knowledge is readily
available to a learner and also to the teacher.

This tells us that we don't have the monopoly
of knowledge and wisdom at this time, because
there are many other sources of new knowledge
and wisdom. In Cavite as the NEAP Transformation
Report is being presented now, there is a Science
and Technology Fair where our Senior High
School students are exhibiting their work and their
creations in Science and Technology. Our learners
are winning in international contests in research.
We had a winning team in 2016 whose members
had asteroids named after them. They are winning
in contests in robotics, in mathematics. We are also
winning in choral competitions, in dancing. No, we
are not the only source of knowledge and wisdom.

The function and job of the teacher now is to
guide, to lead our learners in finding answers to
current questions and evolving solutions for them,
and to deal with change. We also give value to
extra-curricular activities. If we want our children
to learn how to analyze, to assess and think
critically, they have to hear both sides, or as many
sides as there are of issues. We have to teach them
to decide for themselves. This is what we want our
teachers to teach our students, in addition to the
usual memory work that we used to do in our time.

Aside from techniques in teaching and in
assessment, | think we need to give our teachers
a review of the Philippine administrative system.
We have to know who else is out there. We should
know what their situation is, and we should know
how each of us contribute to the overall goal of
national development. | want an overall outlook
of what the place of education is in the past, the
present, and into the future.

And then the state of our grammar. Some might
find it insulting, but | think we also need to review
the English usage of our teachers, as well as other
languages.
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Finally, we need to address the context of
where our teachers are now, which | expounded
at the beginning. | am excited about the results
of ongoing studies on teacher motivation. Why do
teachers today want to become teachers? Why do
they want to stay? Why are they transferring, by
the hundreds, by the thousands, from the private
to public schools, even as a section of teachers in
public schools are screaming of their sufferings?
We have to at least make sure that our teachers
are aware of these. These are important so we
know what additional knowledge, what additional
insights, we should put into the curriculum for
professional development.

| don't know if we can change attitude, but we
all know that we only have one great teacher, who
is truly the source of all our knowledge. He was not
called "Your Highness,” or “Your Majesty”. He was
just called "Teacher”. That is what teacher is all
about. The thing is | want us to get going because
we are recruiting more and more teachers. We
have no idea where they come from, what their
motivations are, what their expectations are, and
what gaps we should be considering.

On the specific question on some overlap on
the mandate of NEAP and the Bureau of Learning
Delivery (BLD), | believe that what BLD is doing
now can be absorbed by NEAP. It would be good
to have one singular office for this. Of course, we
have to be consulting, not only BLD but other
bureaus and services of the Department as well.
Lecturers can come from BLD, as well as from other
units. We have teachers with global, regional, and
national awards. They come from different areas.
We should utilize their talents, creating new ways
of teaching, and making subjects more exciting.
These teachers are doing these on their own,
and should serve as models. They should share
whatever they have. | am also willing to lecture in
NEAP.

On the transformation process, | should
mention that at the transition stage for NEAP, |
intend to put NEAP under my direct supervision,
especially since | have specific interests on how we
should capacitate our teachers.
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But | agree with the idea of Atty. Magtanggol
Gunigundo that we should think eventually in
terms of a more autonomous institution, but with
the very active role of the Department. It is very
similar to Singapore. The chair of the education
policy is the Minister of Education, who is also
the chair of the training institution which is more
or less an attached agency. So, the Minister of
Education in Singapore is in a very comfortable
position with respect to education policy,
curriculum, instruction, and then to all the other
stages of the training of the teachers, completely
harmonized, and that is how it should be. But
we also don't want a dictatorial Department of
Education where everything is decided by the
Department. It is always good to listen to those
who have been there before us, and to those who
are most familiar with the needs of our teachers,
because times are really changing.

Organizational relationships are very important
and crucial in the success of an institution, and |
further agree with the idea of Atty. Gunigundo
that ultimately, a law to ensure the continuity of
NEAP as an institution is more binding than a
Department Order or even an Executive Order. |
agree that we want an institution that is able to
continually recharge and respond and recognize
that changes really happen every day.

In sum, | am very amenable to all the recom-
mendations of the Task Force, subject to necessary
refinements as we implement them. We have
been reflecting for how many decades, and the
time for reflection is already over. For me, NEAP
transformation is a go.
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NEAP Transformation:
Why, What for, and How

Atty. Nepomuceno A. Malaluan
Undersecretary and Chief of Staff,
Department of Education

ARLY in the term of Secretary Briones at the Department of Education
(DepEd), one observation she made during an Execom' meeting was how
the term ‘Academy’ in the National Educators Academy of the Philippines

or NEAP seemed like a misnomer.

Indeed, an academy wusually refers to an
institution of study or learning in a specialized field,
with programs taught by a faculty, and leading to
certifications that enjoy recognition by a defined
community. In contrast, NEAP provides training
courses and seminars only in limited areas, is
without a faculty, and does not have recognized
certification programs.

Within DepEd, NEAP is only one of various
units providing training and seminars for teachers.
With many units developing and implementing
teacher training programs, it is unclear whether
there is coherent direction and metrics for teacher
professional development.

It is within this backdrop that the Office of the
Secretary (OSEC) tapped BEST? for technical
assistance to look into the structure and program
of NEAP, and the overall professional development
activities for teachers, and see whether reforms may
be introduced. Among OSEC's areas of interest
were to explore whether and how NEAP may be
transformed to more effectively provide teachers

professional training and development needs,
and for it to somehow live up to its name as an
“Academy.”

BEST assigned the technical assistance to the
Philippine National Research Center for Teacher
Quality (RCTQ) based at the Philippine Normal
University. RCTQ worked in collaboration with the
SIMERR National Research Centre (SIMERR) based
at the University of New England, Australia.

Highlights of the RCTQ NEAP
Transformation Report

OSEC received the RCTQ NEAP Transformation
Report in August 2018. The study took a
transformative  agenda  approach  (towards
enhancement of NEAP) and a systems approach
(examining NEAP in relation to other organizational
units of DepEd). It addressed three areas of inquiry:
what is the origin of NEAP; where is it today;

1 In DepEd, the Execom consists of the Secretary and all Undersecretaries and Assistant Secretaries.

2 BEST is a partnership program between the governments of Australia and the Philippines. It is a six-year program
(2013-2019) that aims to ensure the improvement of quality, access and governance in Philippine basic education.
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and where should it go and how. It employed
qualitative methods, including document analysis,
interviews, FGDs, risk analysis, and benchmarking
of select institutions. For the benchmarking, it
looked at the Philippine Judicial Academy (PHILJA),
Development Academy of the Philippines (DAP),
and the approaches and institutions for teacher
professional development in Thailand and Malaysia.

The report traced the inception and institutional
evolution of NEAP, starting with the issuance of
Letter of Instructions (LOI) No. 1487 issued on
December 10, 1985. This created the National
Education Learning Center (NELC) and the
Regional Education Learning Centers (RELCs),
with the mandate to institutionalize a revitalized
program of teacher in-service training in the
public schools. The NELC was renamed into NEAP
through Administrative Order No. 282 issued by
President Aquino on May 27, 1992. Adjustments in
the scope of NEAP's functions were also instituted
through various Department Orders.

Looking at the present operations of NEAP, of
itself and in relation to other units in DepEd, the
study found the following:

e NEAP has focused on leadership
programs;

e The Bureau of Curriculum Development
(BCD) and the Bureau of Learning
Delivery (BLD) are the bigger providers
of teacher trainings, even as the
functions of these Bureaus are more
policy-oriented;

* The main delivery approach of the
present professional development
programs for teachers is the cascade
model, through National Training of
Trainers who will then conduct Mass
Training of Teachers; and

e There are major constraints in NEAP
capacity, in terms of plantilla items and
facilities.

As a result, the vision and outcomes identified
for NELC/NEAP by its constitutive documents
have not been realized, being constrained by
lack of scale, limited personnel and facilities, and
overlapping functions with Bureaus also providing
professional development services.

Among the key proposed reforms are:

The transformed NEAP should take
charge of the overall responsibility for
the design, development and delivery of
professional development for teachers,
school leaders, and other teaching-related
personnel. In addition, NEAP should
maintain training standards and the
quality of training delivery. The Bureau
of Human Resource and Organizational
Development, in turn, shall focus on non-
teaching personnel.

NEAP be re-constituted as an attached
agency within DepEd with a direct line
of management to the Secretary. The
various components of NEAP (NEAP-
Central Office, NEAP-Regional Office),

a presence at the Division level, and the
regional training facilities, should have
clear reporting lines by being unified in a
vertically-integrated organization.

NEAP have the capacity to undertake
and foster research to support its
activities, and to increase research-based
knowledge and practice, both within
NEAP and more widely across personnel
from Central Office, Regions, Divisions,
Districts and schools.

NEAP partner with peak Higher Education
Institutions/Teacher Education Institutions
(examples include: National Center for
Teacher Education; Centers of Excellence;
Centers of Development; and the National
Network of Normal Schools) in the
development and delivery of professional
development programs. Strict guidelines
and performance criteria for the
development and delivery of professional
development programs should be
formulated by NEAP.

Other equally major recommendations are

elaborated in the report.
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The urgency to transform NEAP

DepEd data show that the country has made
huge gainsinimproving access to basic education.
Twenty-seven million Filipino children and youth
are in school from Kindergarten to Grade 12.
Participation rates are up. (See Table 1. The
addition of two years of Senior High School (SHS)

to secondary education, originally anticipated by
Kto 12 opposition to increase drop-outs, appears
to have the contrary effect. Since its introduction,
there has been a marked increase in the number
of drop-outs that have returned to school. (See
Table 2.)

Table 1: Participation Rates in Basic Education, SY 2016-2017 to SY 2018-2019

Level Gross Enrolment Rate Net Enrolment Rate
of Education 2016-2017 | 2017-2018 | 2018-2019* | 2016-2017 | 2017-2018 | 2018-2019*
Kindergarten 82.47% | 102.04% 107.28% 65.95% 83.70% 76.45%
Kinder to Grade 6 106.34% | 104.21% | 102.65% 96.04% 95.76% 94.80%
Grade 1 to Grade 6 110.46% | 104.59% | 101.85% 87.61% 94.19% 94.05%
JHS to SHS 87.76% 85.55% 91.58% 75.33% 75.94% 79.93%
Table 2: Balik-Aral Learners, 2015 to 2018
Year Elementary Secondary Total
Male Female Total Male Female Total Male Female Total
2015 60,880 37,999 98,879 38,657 20,595 59,252 99,537 58,594 158,131
2016 117,683 82,584 | 200,267 95,681 74,767 170,448 213,364 157,351 370,715
2017 94,644 57,760 152,404 98,584 50,756 149,340 193,228 108,516 301,744
2018 70,049 37,759 107,80 96,925 49,450 146,375 166,974 87,209 254183
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To be sure, gaps remain in access to basic
education. However, addressing them requires not
generalized but nuanced interventions based on age,
gender, geographic, and economic differentiations.

Even as DepEd addresses these remaining gaps,
Secretary Briones believes that DepEd is now in a
better position to wage a decisive campaign for major
upgrade in education quality.

This context and direction is mirrored in countries
in the region. In a recent regional conference on
Raising Learning Outcomes in Southeast Asia, Insights
from PISA organized by the Ministry of Education in
Thailand, the following observation was made in the
conference background note:

For all countries in the region barring
Singapore, the picture is broadly similar.
Building on important recent gains, in
the expansion of education at primary,
lower secondary and increasingly upper
secondary levels, all are looking to entrench
quality learning. There is broad agreement
on three important steps. The first is to
design and implement effective learning
systems, aligning competencies / standards,
curriculum, instruction, assessment and
examinations. The second is to develop
outstanding teachers and school leaders, to
create a challenging learning experience for
every child and to ensure that every student

benefits from excellent teaching. The third
is to ensure that students come to school
ready to learn, throughout their school
career, drawing on an effective early years'
education and supportive relationships with
their parents. Together, these three steps
constitute an agenda for raising learning
outcomes, across the region.

In the course of the conference discussion, the
country representatives were asked which among
the three broad steps they find to be the most
urgent and critical to raising learning outcomes. The
consensus was it is developing outstanding teachers
and school leaders.

Teacher professional development is particularly
daunting at the present juncture of DepEd, and
presents both great opportunities and serious
challenges. The K to 12 program required massive
teacher recruitment to provide the teaching force
for the delivery of Kindergarten that was made
compulsory starting 2013, and SHS that started in
SY2016-2017. In addition, there has been a drive to
improve the teacher-to-students ratio in DepEd.

Thus, for the period 2013 to 2018, DepEd created
325,327 new teacher items, or an average of 54,221 per
year. In contrast, for the period 2010 to 2012, the new

teacher items created averaged only 13,699 per year.
(See Table 3.)

Table 3: Number of Teacher Items Created and Status of Hiring, 2010-2018

Fiscal No. of Items Actual Allocation No. of Items % ltems No. of Unfilled
Year Created Due to Conversion Filled-up Filled-up Items
2018 78,888 78,888 57169 72.47% 21,719
2017 54,077 54,021 45,208 83.69% 8,813
2016 58,720 58,791 53,966 91.79% 4,825
2015 39,002 39,002 38,870 99.66% 132
2014 33,130 33,130 31,817 96.04% 1,313
2013 61,510 61,510 61,499 99.98% 11
2012 15,663 15,663 15,595 99.57% 68
20M 13,775 13,775 13,774 9999% 1
2010 11,630 11,630 11,533 99.17% 97

TOTAL 366,395 366,410 329,431 89.91% 36,979
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2018 October, 400,062 or 51.7% occupy Teacher 1
positions. (See Table 4.)

The effect is the large proportion of entry level
teachers in the total composition of DepEd's
teaching force. Of the 773,391 filled items as of

Table 4: Distribution of DepEd Teachers by Teaching Position

Monthly Salary, PhP Plantilla Items {As of Oct 24, 2018)
Position SG {2019/Fourth Tranche

Salary Schedule) Filled Authorized
Teacher | 1 PhP 20,754.00 400,062 449,550
Teacher I 12 22,938.00 122,938 132,367
Teacher Il 13 25,232.00 197132 201,939
Master Teacher | 18 40,637.00 38,072 39,782
Master Teacher I 19 45,269.00 15,160 16,063
Master Teacher lll 20 51,155.00 27 29
Master Teacher IV 21 57,805.00 0 --
TOTAL 773,391 839,730

If we presume the proficiency of these entry-level
teachers to be that of Beginning Teachers®, then
this segment alone already presents a big challenge
in terms of designing and delivering an effective in-
service professional development program.

The need to develop outstanding teachers and
school leaders and the large number of entry-level
teachers make the NEAP transformation urgent and
timely. The findings of the RCTQ study provide a basis
for reforms that will go a long way in rationalizing
and maximizing the substantial budget that DepEd
devotes to teacher training. A well-functioning,
transformed NEAP will be a key institution to facilitate
a major upgrade in the quality of our teachers, and
in turn result in the deepening of the quality of the
graduates of K to 12.

How NEAP will be transformed

Takingthe RCTQReportforward, Secretary Briones
issued Office Memorandum 2018-001 creating a Task
Force to evaluate the findings and recommendations
of the report, and prepare a Detailed Design for the
implementation of the NEAP transformation. The
Task Force, which | headed, comprised twenty-two

members, seventeen of whom come from DepEd,
and the remaining five from the RCTQ-SiMERR
technical team. The DepEd membership was multi-
level, with representation from relevant bureaus
and services at the central office, and from Regions,
Divisions and Schools.

Completing its work, the Task Force prepared
a Detailed Design report for the transformation of
NEAP, for the consideration of the Secretary and the
DepEd Executive Committee.

The transformation of NEAP is intended to happen
in two major aspects: organization and programs.

Organizational Transformation

The main transformation will be for NEAP to be
in charge of the entirety of DepEd’s professional
development program for all teachers, both in
teaching and school leadership. This means
that all other offices at the Central Office shall
no longer include in their programs the delivery
of the training of teachers if such are intended
for professional development®. NEAP shall work
closely with the relevant bureaus and services in
the Central Office to ensure that the standards

3 Philippine Professional Standards for Teachers (PPST), Beginning Teachers

4  The Secretary stated at the February 21, 2019 meeting with the Task Force
that the training function of the Bureau of Learning Delivery would be absorbed by NEAP.
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set for curriculum and pedagogy are integrated
in the professional development programs.

In terms of organizational structure, NEAP will
be under the direct supervision of the Office of
the Secretary. It will be vertically integrated at the
Central and Regional levels, with a NEAP Central
Office (NEAP-CO) and NEAP Regional Office (NEAP-
RO) for all DepEd regions. The NEAP-RO will have a
dual reporting arrangement. They will be responsible
to the NEAP-CO on the technical matters of
professional learning, but will be responsible to the
Regional Directors on operational matters. Under this
structure, the NEAP-RO will have an administrative
link to the Regional Directors, who will oversee the
operational implementation of the NEAP programs

down to the schools through the Divisions and
Districts. The organizational diagram is shown in
Figure 1.

To be able to discharge the work entailed by
the integration of professional development into
one office, NEAP's organization and staffing will be
expanded at both CO and RO levels. At the Central
Office, NEAP shall be headed by a Dean, who will
be its Chief Executive Officer. There will be seven
Offices or Departments, specifically: Office of the
Dean, Research Office, Education Programs Office,
Program Delivery Office, Regional Implementation
Office, Liaison Office and Administration Office.
These Offices will have Divisions under them, as
shown in Figure 1.

Advisory Council
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Executive Support

Central

E
- |
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. Focus Capacity 1 Events
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sion s e o P
Division Division 1 Division
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1
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]
administrative Director Il technical 1
NEAP,RI0) = = = === === = === ===
Program Development Liaison and
and Delivery Unit Evaluation Unit
Regional Service
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isit Schools [ Superintendent
and (SDS)
Districts
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Figure 1: Integrated NEAP-CO and NEAP-RO Structure,
and Administrative Link to the DepEd Regional Offices
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The teaching or training force of NEAP shall
constitute its Faculty, which shall be a composite
of full-time NEAP trainers and a vetted pool of
instructors coming from Higher Education Insti-
tutions (HEIls) and DepEd's qualified management
and teaching force.

The policy direction of the NEAP shall be the
responsibility of a Governing Board chaired by the
Secretary of Education. The Governing Board will be
assisted in its work by an Advisory Council.

Governing Board
Policy
Strategy
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The personnel of NEAP-CO and NEAP-RO will
be scaled up. The personnel complement, their
respective functions, and the budget implications
are discussed in the Detailed Design Report.

NEAP shall take a professional learning ecosystem
approach, where the NEAP-CO interacts with
DepEd bureaus, services and field units, as well as
outside institutions through vertical and horizontal
coordination mechanisms. (See Figure 2))

NEAP-CO
Office of the Dean
Office Division DEPED
R h Divisi CO Bureaus /
esearch Division Centers
Central Research Planning and M&E
Office :
Educational Programs (T R D)
Focus Programs
. On Line & Materials
Program Delivery .
Capacity Development External Partners
Regional Implementation NEAP in Regions
Liaison Stakeholders Relations
Events Coordination
Administration Administration & Finance
ICT
Regions NEAP-RO
Access to CO programs
Divisions
Districts
Schools

(LACs)

Figure 2: NEAP Professional Learning Ecosystem
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Program transformation

While Central Office Bureaus withdraw, NEAP in turn
will consolidate work on the provision of professional
development training.

The main anchor of the program for teacher
professional development will be the Philippine
Professional Standards for Teachers (PPST). The PPST
consists of thirty-seven teaching areas or strands
organized in seven domains of: Content Knowledge and
Pedagogy; Learning Environment; Diversity of Learners;
Curriculum and Planning; Assessment and Reporting;
Community Linkages and Professional Engagement;
and Personal Growth and Professional Development.

A similar Professional Standards is also being
developed for School Leaders.

With the PPST as anchor, along with the upcoming
Professional Standards for School Leaders, the
NEAP shall develop a comprehensive Professional
Development Program for teachers and school leaders,
to include the following components:

1. ATeacher Induction Program for all newly

hired teachers;

Career Progression Courses or Training
across the PPST domains and strands for
teaching;

Career Progression Courses or Training for
school leadership;

An assessment system at various stages of
the program, including diagnostic, formative,
and summative assessments to assess the
progress of teachers and school leaders, as
well as system or large-scale assessment to
evaluate the effectiveness of the programs;

A certification system for successful
completion of programs, as well as
accreditation and recognition system for
professional development acquired outside
DepEd;

A digital registry of all teachers and their
professional training record.

The programs shall be delivered through various
modalities. As mentioned earlier, the NEAP shall have
a training faculty to deliver the programs through face-
to-face, online, distance, blended, and self-directed
learning. There will also be accredited programs
delivered through partner teacher education institutions
(TEls) and other relevant institutions of learning, or in
combination.

The professional development programs shall be
linked to career progression and promotions system.
(See Figures 3and 4.
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Teacher | Teacher llI Teacher V* Master Teacher Il Master Teacher IV
Completed NEAP-developed Completed advanced Completed basic/elementary ;gtr?nplﬁ}:sezdgzgﬁsr

induction program Proficient Teacher Highly Proficient gcourses

- basic/elementary courses courses

Proficient Teacher courses

Passed assessments Passed assessments

)))

Teacher Il

Teacher IV*

None Required None Required

*BHROD-proposed teacher positions

Passed assessments

1)),

Master Teacher |

None Required Passed assessments

Master Teacher Il

Completed advanced Completed basic/elementary
Highly Proficient Distinguished Teacher
courses courses

Passed assessments Passed assessments

Figure 4: NEAP Programs’ Alignment with Teacher Positions and Promotions

The organizational transformation of NEAP,
integrated governance, programs, delivery, and
professional learning ecosystem, shall constitute
DepEd's Learning and Delivery (L&D) system. The
transformed NEAP will have an integrative role that
will ensure an L&D framework that is system-wide,
evidence-informed, standards-based and multi-
level, but part of a single, unified system.

Going back to its roots

In a big way, the transformation of NEAP takes
it back to its roots. NEAP finds its origin from
Presidential Letter of Instructions No. 1487 issued
December 10, 1985, titled “Institutionalizing a
Revitalized Program of Teacher In-Service Training in
the Public Schools".

LOI No. 1487 mandated the then Ministry of
Education, Culture and Sports (MECS) and the
Office of the Budget and Management to "design
an organization that will institutionalize and improve
upon the existing Learning Action Cell approach, to
help ensure the continuing training of public school
teachers at the elementary and secondary levels, to
see to the upgrading of their competence in subject
matter being taught, the principles and methods of
teaching, school administration, and other subjects
pertinent to the effective exercise of educational
functions” (p. 2).

The training organization to be created shall

include amongits components a “National Education
Learning Center (NELC) at Teachers’ Camp in Baguio
City which shall monitor developments in the field
and in coordination with the Ministry staff bureaus,
develop the necessary curricular, pedagogical and
training components of the school system, and
offer summer training programs in specialized field
of educational innovation and management” (p.
2). Regional Education Learning Centers (RELCs) in
each region or sub-region shall also be established
to undertake actual training activities for participants
from various schools divisions within the region.
It adds that the ‘trainers’ at the NELC and RELC
shall aim to have the same qualifications, including
training and experience, as the academic staff of
teacher training institutions in state universities and
colleges” (p. 3).

Administrative Order No. 282 issued by the
President on May 27, 1992 renamed the NELC as the
National Educators Academy of the Philippines and
expanded its functions to include the development
of school managers and leaders.

The impact we foresee

As stated earlier, a well-functioning, transformed
NEAP will be a key institution to facilitate a major
upgrade in the quality of our teachers, and in
turn result in the deepening of the quality of the
graduates of K to 12. Among the impact that we
envision are the following:
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Regional Director

1. No more "Bagsakan Center” for trainings
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Figure 5: Schools as “Bagsakan Center” for Tra

With the NEAP transformation, the
professional development trainings
and programs shall be integrated
and streamlined, and will be properly
coordinated administratively with the
Regional offices.

Professional development programs shall
be programmatic and accountable.

The professional development programs
shall be strategic, integrated and
programmatic, instead of the current
ad-hoc and fragmented system. With a
unified governance system, there will be
greater accountability in the programs. In
contrast, under the present system, local

INUR ‘BAGSAKAN CENTER” [[se

inings by Central Office Bureaus

units are compelled to participate in often
unrelated training programs developed by
various focal persons across bureaus.

Financial resources for trainings shall be
utilized efficiently.

Efficiencies can be realized from the
reduction of overlaps, rationalized
scheduling, targeted participation (instead
of mass training), and innovative delivery
modalities. Partnerships can also result

in cost sharing for mutually beneficial
programs, such as with HEls. Ultimately,
the efficiencies will be in the positive and
palpable impact on teacher professional
development.
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4. The database for professional
development shall be consolidated.

Alongside the integration of the program
is the consolidation of the database for
professional development. This will allow
the tracking of professional development
programs received, and performance

by each teacher. In turn, it will generate
important data for the planning of
programs and targeting of teachers.

5. Training programs will be directly linked
to career progression and promotion.

The metrics for professional development
under the current fragmented system is
not clear. In contrast, the programs of the
transformed NEAP will be aligned to the
career progression and promotion system
of DepEd.

6. Talents within DepEd can be mobilized
and maximized.

With the vetted faculty system under
NEAP, DepEd can mobilize and maximize
DepEd talents in the field to serve as
trainers, instructors or coaches for the
program. Among these will be DepEd’s
Master Teachers, winners of teacher
awards, and school leaders at the school,
Division and Region levels.

In closing, the NEAP transformation is an
ambitious reform initiative, but one thatis necessary.
ltrespondstothe challenge of addressing the quality
of education in the country, by expanding the policy
space and resources for a structured professional
teacher development program. A strategic and
systematic professional development program will
develop greater pride among teachers, rejuvenate
their motivation, foster innovative instruction, and
inspire better engagement with learners in the
classroom.

Ultimately, the Secretary's vision is for the NEAP
transformation to be a key pillar in upgrading the
quality of basic education in the Philippines.
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SUMMARY OF THE

RECOMMENDATIONS
OF THE TASK FORCE

HE TASK FORCE adopts recommendations within the National Edu-

cators Academy of the Philippines — Transformation Study Report to

transform and upscale NEAP. Task Force members see the recommen-
dations as an essential step to better meet the professional learning needs
of classroom teachers and school leaders.

For the detailed design of a transformed NEAP, the Task Force recommends that:

1. The NEAP be reorganized with a direct line of management to the Secretary. The
various components of NEAP (NEAP-Central Office (CO), NEAP-Regional Office (RO),
a presence at the division level, and the regional training facilities) should have clear
reporting lines by being unified in a vertically integrated organization. It should have a
structure that is consistent with, and necessary for, addressing the range of functions
proposed for NEAP to make it more responsive to the needs of classroom teachers and
school leaders, and strengthen the Academy to fulfil its original intention.

. J

2. The proposed staffing, that is, the numbers of staff, the position titles, preferred
qualifications and role descriptions set out in Recommendation 2 of this report be
adopted as the basis for capacitating the transformed National Educators Academy of the
Philippines. This will provide NEAP with the capacity needed to address the professional
learning needs of teachers and school leaders. Further, the Task Force recommends
that the position descriptions presented be used as the basis of negotiation with the
Department of Budget Management (DBM) and the Civil Service Commission (CSC).

~

3. The NEAP take charge of the design, development and delivery of programs supporting
teachers and school leaders.® These will include Teacher Induction Program (TIP), career
progression programs and special programs. Further, the Task Force recommends that
NEAP adopt a professional learning ecosystem approach to engage internal and external
stakeholders including COEs and CODs, and take an integrative role in the professional
learning and development of classroom teachers and school leaders.

. J

5  The Secretary expressed at the February 21, 2019 meeting with the Task Force that the training function of the
Bureau of Learning Development (BLD) would be absorbed by NEAP. NEAP will be consulting with the Bureaus,
and can invite Bureau staff as lecturers.
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4. The NEAP manage a vetted faculty that come from master teachers, teacher-awardees,
university academics or fellows, and deliver programs through face-to-face, online,
distance, blended, and self-directed learning, among others.

5. Afour-phase implementation plan, supported by change management and
communication strategies, towards full operationalization be implemented. The work
in all phases needs to be championed through the active participation of senior DepEd
personnel at the national and regional levels.

6. The NEAP transformation be phased and budgeted over a three-year transition period.

In addition to the broad recommendations above drawn from this Report, the Task Force further
recommends that:

~

7. The Secretary of Education may later on, when the situation is already ripe for it,
recommend to the President of the Philippines to issue an Executive Order that recognizes
the new NEAP as an attached agency with a lateral relationship with the Department
of Education. A statute can possibly evolve out of this Executive Order that gives more
permanence to this landmark policy reform initiative that seeks to enhance the quality of
teachers and school leaders in the Philippines.

\ _/

The detailed design to transform NEAP is discussed in the succeeding Sections.
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1 INTRODUCTION

ACED WITH a significant expansion of the public school system by the

mid-1980s, Letter of Instructions No. 1487, which set out a plan to revitalize

teachers’ professional learning, was issued on 10th December 1985. The
Letter of Instructions (LOI) set out a number of structures to support profession-
al learning in the Philippines. These included:

e a National Education Learning Center
(NELC):

e Regional Education Learning Centers
(RELCs) in each Region/sub-Region; and

e Decentralized Learning Resource Centers
at Division, District and School Levels.

A subsequent Administrative Order and related
agency issuances resulted in the NELC and RELCs
being reconstituted as the ‘National Educators
Academy of the Philippines’ (NEAP) and the ‘National
Educators Academy of the Philippines in the Region,’
respectively. NEAP as it is presently configured is
the result of successive changes that responded to
specific needs at specific times.

Following recent reforms in Philippine education,
such as the introduction of the K to 12 curriculum, the
shift to outcomes-based education and the adoption
of the Philippine Professional Standards for Teachers
(PPST), NEAP now faces another time of change.

Based on the findings of the NEAP Transformation
Study Report (RCTQ, 2018), the Secretary of
Education, Leonor Magtolis Briones, issued on
15th October 2018 Office Memorandum 2018-
0016: Creation of Task Force on National Educators
Academy of the Philippines Transformation. The Task
Force was directed to consider the following reforms:

a. The NEAP to be re-constituted as an
attached agency within DepEd with
a direct line of management to the
Secretary. The various components of
NEAP (NEAP-Central Office (CO), NEAP-
Regional Office (RO), a presence at the
division level, and the regional training
facilities) should have clear reporting lines
by being unified in a vertically integrated
organization.

b. The NEAP to take charge of the design,
development, and delivery of the
professional development of teachers and
school leaders.

c. The NEAP to improve the delivery
methods of professional development by
reducing reliance on the cascade model,
and using appropriate strategies such as
distance learning, technology-assisted
delivery, blended education, and using a
range of pedagogical approaches.

d. The NEAP to have the capacity to
undertake and foster research to support
its activities, and to increase research-
based knowledge and practice in
professional development.

e. The Bureau of Human Resource and
Organizational Development (BHROD),
in turn, shall focus on non-teaching
personnel.

. Interms of leadership and governance, the
NEAP should have high level and visionary
leadership, and expanded scale and
staffing.

This report (NEAP Detailed Design Report)
presents to the Secretary of Education recom-
mendations for the second stage of the process
in the transformation of the National Educators
Academy of the Philippines (NEAP). It builds
on the first report to the Secretary titled, the
National Educators Academy of the Philippines
- Transformation Study, which set out 24
recommendations for transforming NEAP to fulfil
its potential as a full-service academy.

The Task Force membership is provided in
Table 1-1.
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Table 1-1: Task Force Membership

Chair
Atty. Nepomuceno A. Malaluan | Undersecretary and Chief of Staff, DepEd
Members
DepEd RCTQ-SiMERR

Dir. Jocelyn D.R. Andaya Dr. Gina O. Gonong

Director IV, BCD Director, RCTQ
Dir. Leila P. Areola, Professor John Pegg

Director IV, BLD Director, SIMERR, and Co-Director, RCTQ
Dr. Arturo B. Bayocot Dr. Joy Hardy

Regional Director, Northern Mindanao Deputy Director, SIMERR National Research Centre
Dr. Shirley S. Bulosan Assoc. Professor Juan Miguel M. Luz

HRD Division Chief, Region XII Asian Institute of Management, Consultant
Dir. Wilfredo E. Cabral Dr. Bruce Mowbray

Regional Director, National Capital Region Consultant

Mr. Joseph A. Estigoy
Principal Ill, Lucban Elementary School, Baguio City

Dr. Ernani S. Fernandez, Jr
Master Teacher Il, Palo National High School

Dr. William S. Gando
Schools Division Superintendent of Naga City, Region V

Dr. Runvi V. Manguerra
Executive Director Il, TEC Secretariat

Dir. Roger B. Masapol

Director, Planning Services

Ms. Ma. Lourdes D. Pantoja
Former Director IV, BHROD

Dr. Rita E. Riddle
Schools Division Superintendent, Makati — NCR

Ms. Bernadette S. Sumagui
Principal Il, Malabag National High School, Cavite

Dr. Diosdado P. San Antonio
Regional Director, CALABARZON

Dir. John Arnold S. Siena
Director IV, NEAP

Dr. Harvie D. Villamor
HRD Division Chief, Region VIl

Resource Person

Dir. Abram Y.C. Abanil Director, ICTS

Ms. Jennifer E. Lopez OIC-Director, BHROD

Legal Consultant

Atty. Magtanggol T. Gunigundo |
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The Task Force met on four occasions in the course
of its work.

The recommendations provided in this Reportfocus
on the seven outputs (Outputs 1 to 7) as indicated in
OM-OSEC-2018-0016.

1. The scale of the NEAP-CO and NEAP-RO,
in terms of dedicated staff;

2. The position titles, position levels, and
role descriptions of staff for NEAP-CO and
NEAP - RO;

3. The nature of the impact, if any, of the
staffing of NEAP on other DepEd Bureaus
or Regional Offices in terms of their staffing,
structures and outcomes;

4. The core program of NEAP and strategy
for its delivery (such as the pool and
qualifications of faculty/instructors);

5. The budget implications of the
transformation;

A communication strategy and plan; and

Other relevant outcomes.

While these Outputs are stated as independent
elements of the design in this Report, they are
interrelated. For example, the budget implications,
staffing and impact on the staffing, structure and
outcomes of DepEd Bureaus and Regional Offices
are contingent upon the NEAP’s core programs and
delivery strategies.

This Report expounds on these outputs in the
following Sections.
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CONTEXT
AND RATIONALE

HE PREVIOUS REPORT, The National Educators Academy of the
Philippines Transformation Study: Final Report, outlined a pro-
posed system to transform the National Educators Academy of the
Philippines (NEAP) in executing its function as the principal agency for
the professional development of teachers and school leaders in the Phil-
ippines. The Executive Summary, including all recommendations can be

found in Appendix A.

The current annual appropriation for professional
learning represents a significant investment by
government in improving teacher quality through
in-service development. It is appropriate, therefore,
to ensure that the available funds are utilized
efficiently and that they contribute in the longer run
to improvements in school effectiveness leading to
greatly-improved student-learning achievement.

The Philippine  Professional  Standards for
Teachers (PPST), which recognizes growth in
teachers’ professional capacity and supports the
K to 12 curriculum reform agenda, underpins the
proposed system for the professional development
of teachers. The current development of the
Philippine Professional Standards for School Heads
(PPSSH) and  Philippine Professional Standards
for Supervisors (PPSS) will further broaden the
importance of a Transformed NEAP. These sets of
Professional Standards will assist NEAP in the design
and delivery of in-service professional development,
and, through integrated monitoring and evaluation
procedures, provide for accountability.

The proposed integrated system proposed
would enable NEAP to strengthen schooling at a
national level through the planning and delivery of
professional development activities for classroom
teachers and school leaders, which comprise
head teachers, principals, supervisors, assistant
school superintendents, superintendents, assistant
regional directors and regional directors.

2.1 Teacher Quality Lens

Current international best practice concerning
education provision is focused on the quality of
teachers and school leadership. International
research evidence shows unequivocally that

teacher quality and perceptive school leadership
are vital ingredients in raising student achievement.
However, there is also evidence that teachers
and school leaders alone cannot bring about
substantive changes. The quality of teaching and
teachers cannot exceed:

¢ the quality of the work organization in which
teachers find themselves;

e the quality of teacher selection and education;
e the quality of teacher careers; and

e the quality of teacher evaluation.
(Schleicher, 2011, p.10)

The implication of this quote is that teacher
quality is a whole-of-system responsibility. Hence,
as a priority, the DepEd needs to address important
issues associated with teacher quality, including
the findings of Teacher Development Needs Study
(TDNS) conducted by RCTQ.

2.2 Reasons for Transforming
NEAP

The Task Force deliberations point to a number
of reasons for transforming NEAP. The following
discussion summarizes these.

2.2 Presidential and Agency Issuances

The NEAP Transformation Study Report detailed
the chronology of presidential and agency issuances
from the initial establishment of the National
Education Learning Center (NELC) in 1985, and the
establishment of the Regional Education Learning
Centers (RELCs) in 1987, through to the present-day
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NEAP/NEAP-RO institutional structure. The history
is one of unrealised potential, mainly because of
lack of capacity, and competition from bureaus
and offices for the development and delivery of
professional learning programs.

In its current form, NEAP-CQO's role is limited to:

e the provision of leadership development
programs; and

e allocation of Human Resource Training and
Development (HRTD) funds.

Further, at the regional office, NEAP-RO
responsibilities have beenintegrated predominantly
with those of Human Resources and Development
Division (HRDD). In many instances the name NEAP-
RO is synonymous with the Regional Training Center
or RELC.

The transformation of NEAP is intended to
strengthen its capacity to develop and deliver
professional learning for classroom teachers and
school leaders, as provided in its charter.

2.2.2 Streamlining Professional Learning
Development and Provision

Despite the implementation of policies and
systems such as the Training and Development
(T&D) Framework, current provision of professional
learning within DepEd is relatively uncoordinated,
supply-driven, and with uneven quality and impact.

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

Figure 2-1 below characterizes the multiplicity
of training programs that flow from Central Office
bureaus and offices to the regions, divisions
and schools. The consequences of this largely
uncoordinated system are felt predominantly within
divisions and schools. Much of what flows through
ends up with divisions and schools that become the
'Bagsakan Center’ or catch basin of training.

2.2.3 Changing Priorities

The need to support the implementation of K to
12 and the subsequent reframing of the curriculum
have underpinned the provision of professional
learning over the past five years. Clearly, the capacity
to address these priorities was beyond the capacity
of NEAP, and responsibility for this work has rested
largely with the Bureau of Curriculum Development
(BCD) and the Bureau of Learning Delivery (BLD).

Philippine Professional
Standards for Teachers (PPST)

With K to 12 curriculum in place now, the
priority for professional learning is shifting from
curriculum support to the broader priority of
supporting teachers’ career progression across
the career stages of the PPST.

The PPST provides a framework for raising the
capacity of teachers across 37 teaching areas or
strands organized in seven domains.

-~

~
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Figure 2-1: Schools as “Bagsakan Center” for Trainings by Central Office Bureaus
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Domain 1, Content Knowledge and Pedagogy,
consists of seven strands:

1. Content knowledge and its application
within and across curriculum areas

2. Research-based knowledge and principles
of teaching and learning

Positive use of ICT

4. Strategies for promoting literacy and
numeracy

5. Strategies for developing critical and
creative thinking, as well as other higher-
order thinking skills

6. Mother Tongue, Filipino and English in
teaching and learning

7. Classroom communication strategies

Domain 2, Learning Environment,
consists of six strands:

Learner safety and security

2. Fair learning environment

3. Management of classroom structure and
activities
Support for learner participation
Promotion of purposive learning

Management of learner behavior

Domain 3, Diversity of Learners,
consists of five strands:

1. Learners’ gender, needs, strengths,
interests and experiences

2. Learners' linguistic, cultural, socio-
economic and religious backgrounds

3. Learners with disabilities, giftedness and
talents

4. Learners in difficult circumstances
Learners from indigenous groups

CONTEXT AND RATIONALE

Domain 4, Curriculum and Planning,
consists five strands:

1. Planning and management of teaching and
learning process

2. Learning outcomes aligned with learning
competencies

3. Relevance and responsiveness of learning
programs

4. Professional collaboration to enrich
teaching practice

5. Teaching and learning resources including

ICT

Domain 5, Assessment and Reporting,
consists of five strands:

1. Design, selection, organization and
utilization of assessment strategies

2. Monitoring and evaluation of learner
progress and achievement

3. Feedback to improve learning

4. Communication of learner needs, progress
and achievement to key stakeholders

5. Use of assessment data to enhance
teaching and learning practices and
programs

Domain 6, Community Linkages and
Professional Engagement,
consists of four strands:

1. Establishment of learning environments
that are responsive to community contexts

2. Engagement of parents and the wider
school community in the educative process

3. Professional ethics

4. School policies and procedures

Domain 7, Personal Growth and
Professional Development,
consists of five strands:

1. Philosophy of teaching

2. Dignity of teaching as a profession

3. Professional links with colleagues
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4. Professional reflection and learning to
improve practice

5. Professional development goals

While the standards maintain a focus on strong
subject content and pedagogic knowledge, they seek
to strengthen and expand teachers' knowledge, skills
and capacities across a broad range of practice areas.

Philippine Professional Standards
for School Heads (PPSSH)

In the coming months, the sets of professional
standards for school heads and supervisors will also
be available to support leaders in schools, divisions
and regions.

The current drafts indicate five Domains for School
Heads comprising 32 strands, and four Domains for
Supervisors comprising 20 strands.

Domain 1, Leading Strategically,
consists of seven strands:

Vision, mission and core values

Policy review and implementation

School planning and implementation
Research to improve school performance
Programs, projects, and activities

Learner voice

N o s w s

Monitoring and evaluation processes and
tools

Domain 2, Managing School Operations and
Resources, consists of six strands:

School data and information

Financial management

School facilities and equipment

Management of staff

ok w D -

School safety for disaster preparedness,
mitigation, and resiliency

6. Emerging challenges and opportunities

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

Domain 3, Focusing on Teaching and Learning,

N W

consists of seven strands:
School-based curriculum review and
contextualization
Teaching standards and pedagogies
Teaching performance feedback
Learning assessment
Learning environment
Learner discipline

Career awareness and opportunities

Domain 4, Developing Self and Others,

consists of eight strands:

Personal and professional development

Professional reflection and learning to
improve practice

School personnel and office performance
management

Learning and development of school
personnel

Developing leadership in individuals and
teams

Leading organizations within the school
Rewards and recognition

General welfare of school personnel

Domain 5, Building Connections,

w2

consists of four strands:

Managing diverse relationships
Inclusive practice
Communication

Community engagement

Philippine Professional Standards
for Supervisors (PPSS)

For Supervisors the four Domains are:
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CONTEXT AND RATIONALE

Domain 1, Supporting Curriculum Management 2.2.4 Changing Delivery Modalities
and Implementation, consists
of six strands: To date, professional learning has been
predominantly delivered through the train-the-
1. Curriculum Implementation trainer model. Although this model is effective
2. Curriculum Innovation in supporting widespread systemic change, it is
3. Curriculum Contextualization expensive from a resource perspective and can lead
, to the message being diluted as it cascades down
4. Learning Resource Development through the system.
5. Learning Resource Management A specific criticism of the current train-the-trainer
6. Learning Outcomes Assessment model is that the timing for funding approval is

not synchronized with the opportunities to deliver
professional learning. In many cases the late approval
of funding leaves little time to deliver programs
within the funding period.

Domain 2, Strengthening Shared
Accountability, consists
of three strands:

Consequently, there is a need to broaden

1. Educati'onallDe\'/elopment Plan modalities beyond face-to-face delivery, to include
Operationalization opportunities for on-line learning, distance and
2. Technical Assistance Provision blended programs, and to develop a clearinghouse

3. Policy Review and Recommendation to improve access to the expanded opportunities.

Domain 3, Fostering a Culture 2.2.5 Expanding the Range of Providers

of Continuous Improvement,

consists of six strands: The transformation is also intended to leverage

the capacity of other organizations such as university
Support for Instructional Leadership Centers of Excellence (COEs) and Centers of
Development (CODs), and private providers of
professional learning to deliver relevant quality
professional learning for classroom teachers and
Communities of Practice school leaders. A transformed NEAP would provide
focus in consultation and collaboration with such
organizations to increase the availability of programs,
including master classes.

|CT-based Innovations

Culture of Research

Communication Platforms

ok w N -

Partnerships and Linkages

Domain 4, Developing Self and Others, .
consists of five strands: 2.3 UnderStandmg Need

and Impact

1. Rewards and Recognition Mechanism
2. Learning and Development The proposed transformation will provide NEAP
3. Professional Networks with the ability to capture data on participation in
4. Professional Development professional learning to inform career progression
5. Professional Reflection to Improve Practice of teachers., school heads and .supervis.ors along
the Professional Standards. It will do this through
the establishment of an Educational Management
Fundamental to the changed priorities offered by Information  System (EMIS), which will track
the PPST, PPSSH, and PPSS is the need to shift from participation in programs and courses and their
the predominantly mass training models used to relevance to the strands of the relevant Professional
support curriculum change to systems that include Standards.

targeted programs that enable schools, teachers,
school leaders and supervisors to address their
unique needs.
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* Strategic Direction
+ Financial oversight
* Risk Management
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+ Event management
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IVEN ITS CURRENT limited scale and the need to expand professional

learning provision to the nearly 800,000 classroom teachers and school

leaders in DepEd, there is a need to strengthen NEAP in terms of its
structure and staff complement.

1.1

The Task Force recommends that NEAP be reorganized with a direct line of management
to the Secretary. The various components of NEAP (NEAP-Central Office (CO), NEAP-
Regional Office (RO), a presence at the division level, and the regional training facilities)
should have clear reporting lines by being unified in a vertically integrated organization.
It should have a structure that is consistent with, and necessary for, addressing the range
of functions proposed for NEAP to make it more responsive to the needs of classroom
teachers and school leaders, and strengthen the Academy to fulfill its original intention.
The transformed NEAP will:

a.

b.

~

Provide strategic leadership, planning and governance — Governing Board;

Enable a research-focused approach to the development, delivery and evaluation
of professional learning programs — Research Office;

Strengthen DepEd’s capacity to develop professional learning programs and deliver
a range of programs — Education Programs Office;

Broaden the range of modalities and andragogic approaches to deliver programs —
Program Delivery Office;

Provide for collaboration and quality assurance - Liaison Office;

Enable the capture of professional-learning participation data — Administration
Office; and

Provide system-wide coordination — Regional Implementation Office.

v
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3.1 Historical Development
of NEAP

NEAP-CO, as it is presently configured, is
the result of a progressive series of changes in
its structure and position in the Department
of Education. Figure 3-1 illustrates the
development of the organizational structure
of the original National Education Learning
Center (NELC) from its inception under
Letter of Instructions No. 1487 in 1985 and its
elaboration in 1987. LOI 1487 (1985) instructed
the Ministry of Education, Culture and Sports
(MECS) to design a tiered training organization
comprising:
® aNational Education Learning Center
(NELC) located at Teachers' Camp in
Baguio City;

e Regional Learning Resource Centers
(RELCs) in each Region or sub-
Region; and

e Decentralized Learning Resource
Centers at the Division, District and
School levels.

The three components are shown in blue in
Figure 3-1. LOI No. 1487 also stated that the
"MECS may also constitute advisory boards
for each center” (p. 3). These are illustrated in
orange to signify their optional status.

The  organizational  structure  and
governance of the RELCs were elaborated
in DECS Order No. 30, s.1987. Following
acknowledgment of the establishment of
thirteen (13) RELCs, the Order elaborated
the basic staff complement, which served as
the Secretariat at each RELC and stipulated
the organization of a Program Committee
at each RELC. The addition of a RELC
Secretariat and RELC Program Committee
are illustrated in green in Figure 3-1.

Administrative Order No. 282, s. 1992
renamed NELC as the ‘National Educators
Academy of the Philippines’ and added two
components to the organizational structure:
1. Research and Program Development;
and 2. Training and Materials Development
(Figure 3-2).

RECOMMENDATION 1

Advisory RELC

Board Secretariat
RELC

Program
RELCs Committee

Advisory

—| Board
DLRCs Advisory
| Board

NELC

Figure 3-1: Organizational Structure Established
by LOI No. 1487, s. 1985
and DECS Order No. 30, s. 1987

Executive Advisory
Director Council

Deputy
Executive
Director

Training and
Research and WELERELS
Program Development
Development (Print and Non-
Program Print)
Support

|
Administrative Technical
Staff Staff

Figure 3-2: NEAP-CO Organizational Structure
Established by Administrative Order No. 282, s.
1992 and DECS Order 25, s. 1997
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DECS Order 25, s. 1997, among other things, added
to the organizational structure by constituting the
Advisory Council of NEAP (illustrated in red in Figure
3-2) and specified the establishment of a NEAP Office
at the Central Office of the DECS and NEAP Zonal
Offices in Baguio City, Cebu City and Davao City.

The establishment of NEAP in the Region through
DO 111, s. 2009 involved renaming RELCs as “National
Educators Academy of the Philippines in the Region”

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

(p. 5) and transferring and converting “RELC facilities
under the supervision and ownership of the NEAP in
the Region” (p. 5). The Enclosure to DO 111, s. 2009
provided an organizational structure for NEAP in the
Region (Figure 3-3). The organizational structure
depicted only the Head of the organization and the
service areas, thereby “empowerfing] the Region
to make decisions appropriate to their unique
conditions” (Enclosure, p. 9).

Central Office

H
1
- —I Central NEAP I

NEAP in the Region Executive Director
(RD/ARD or Designated Official)

|
1
1
1
1
1
i
. Operations & i Support Groups:
Administration ! . RDC
. Business Operations ! . LGU
. Unified Info System (ICT) ! . NGO
. Resource Management 1 . GO
Finance H . TEls
i
1
Assistance Production
Traini — M&E t f
reining Competency A Research & o o
& Assessment and Development Succession Professional
Development Accreditation Planning & Development
Programming Materials

T T
| [
1 1

T T T
] [
1 1

ICT Support Unit

IR - -

=

Divisions
(Implementation)

Divisions
(Implementation)

I
I
|
|
I
—
I
I
I
I
1
1
1
1
I
I
|
|
——
I
I
I
I
I

Divisions
(Implementation)

Figure 3-3: Organizational Structure Diagram
(Source: DepEd Order 111, s. 2009, Enclosure p. 10)
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The Task Force noted that this organizational
structure did not fully materialize in Central and all

Regional Offices.

Based on the DepEd Rationalization Plan that
was approved on November 15 2013, DO 52, s. 2015
specified the rationalized structure and staffing

RECOMMENDATION 1

pattern of offices at the central, regional and schools
division levels. This had an impact on Central NEAP

and Regional NEAPs. NEAP-CO was placed within

the Governance and Operations Strand (Figure 3-4).
The following year, DepEd Memorandum 118, s. 2016
placed NEAP within the Curriculum and Instruction

Figure 3-4: Department of Education - New Central Office Structure

(Source: DO 52, s. 2015, Enclosure 2, p. 1, highlight added)

Strand.
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3.2 Proposed NEAP-CO Structure

1.2 The Task Force recommends the adoption of the organizational structure for NEAP,
set out in Figure 3-5. This diagram shows seven Offices namely: Office of the Dean,
Regional Implementation, Education Programs, Program Delivery, Liaison, Research, and
Administration.

\_

~~~~~~~~~~~~~~ ( Advisory Council J

Office of the Dean
Policy
Executive Support

Research Pr:*‘r’:ses'm Online & NEAP in Regions Stakeholder Administration and
Division D?vnslon Materials Division Division Relations Division Finance Division
| J L J | J & J & J
4 \ 4 \ ( \ ( \ ( \
. Focus Capacity Events
m;g“&rvgl;g: Programs Development Coordination ICT Division
Division Division Division
| J L J | J & J

Figure 3-5: Proposed Organizational Structure - NEAP-CO

3.21 Governing Board

A Governing Board shall be responsible for the b. Undersecretary for Planning and Field
governance of NEAP. The Board will: Operations;

a. provide strategic policy and planning; c. Undersecretary for Curriculum and

b. undertake financial and risk management; Instruction;

and d. Dean;

c meeton a quarterly basis. e. anominee of CHED;

The Board is to have high-level and strategic f.  arepresentative of the Professional
membership, to include; for example: Regulation Commission (PRC); and

a. Secretary of Education (Chair); g. arepresentative of the Department of

Budget and Management (DBM).
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3.2.2 Advisory Council

The Board and NEAP shall be advised by an
Advisory Council composed of 11 to 15 respected
individuals in the field of education.

The responsibilities are:
a. To advise on NEAP’s programs;
b. To meet on a quarterly basis; and

c. Toreport through the Dean to the
Governing Board.

Membership (strategic) to include, for example,
representatives of:

a. Central Office Bureaus (suggest 3),
Regions and Divisions (suggest 2);

b. Principals’ organizations and professional
teaching organizations drawn from a list
of recognized organizations (suggest 3);

c. National Center for Teacher Education,
National Network of Normal Schools,
Centers of Excellence, Centers of
Development, (suggest 3); and

d. Individuals with necessary academic
credentials and gravitas; academic
leaders/deans, individuals with
international experience, former
government officials (suggest 3).

The Secretary of Education can act as ex-officio
chair to the council.

3.2.3 Chief Executive Officer

A Chief Executive Officer, with the title of Dean,
or its equivalent, shall be:

a. Responsible for the day-to-day
management and operations of NEAP;

b. Executive officer of the Governing Board;

and
c. Co-chair of the Advisory Council.

3.2.4 NEAP Faculty

NEAP will establish and manage a broad training
force of faculty across DepEd. This faculty will be
responsible for technical assistance and face to
face delivery of professional learning programs at
the Central and regional levels. Faculty members

RECOMMENDATION 1

will comprise part-time and full-time NEAP trainers
and a vetted pool of instructors drawn from among:

a. Master teachers;

b. National and international teacher-
awardees;

c. Accredited trainers;

DepEd'’s qualified management and
teaching force; and

e. Higher Education Institution (HEI) faculty.

The Governing Board will be responsible for
determining the qualifications and system for
approval of faculty members.

3.2.5 Offices in NEAP-CO:
Focus and Functions

The Office of the Dean comprises Policy and
Executive Support sections.

The functions are:

a. Providing oversight and day-to-day
management of NEAP's operations;

b. Leadingthe development of professional
learning, quality assurance and
certification policies; and

c. Providing executive support for the
Governing Board and Advisory Council.

Regional Implementation Office provides for
two-way flow of information and policy to and from
NEAP-CO and NEAP-RO concerning all aspects of
NEAP's work.

The functions are:

a. Coordinating the implementation of
professional learning policy and programs
across regions;

b. Facilitating the development,
implementation, and sharing of relevant
regionally developed professional
learning programs;

c. Ensuring equitable access to programs
across regions; and

d. Coordinating the collection of regional
professional learning participation and
needs assessment data.
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Education Programs Office comprises two
Divisions:

(i)

(ii)

The Career Progression Division

focused on Teacher Induction, Career
Stage development — at Proficient
Teacher, Highly Proficient Teacher, and
Distinguished Teacher Career Stages; and
Professional Development of Executives
and other Instructional Personnel; and

Focus Programs Division, which
addresses, for example, Subject Areas
Content and Pedagogy, Gender and
Development, Learner Diversity, and the
Alternative Learning System.

The functions are:

a.

Taking responsibility for the design of
professional learning programs such as:

e the TIP program;

e career progression programs for
classroom teachers;

e development programs for school
leaders; and

® assessor training.

Designing professional development
programs to support and extend
teachers’ subject area content knowledge
and pedagogy;

Designing programs to support and
extend teachers’ skills and capacity in
focus programs such as:

e Gender and Development;

e |learner Diversity; and

e The Alternative Learning System (ALS).

In addition, the Education Programs Office
will employ a range of adult learning approaches.
These include:

e Session notes;
e Problem solving;
e Scenarios/simulations;

e Unstructured coaching and
mentoring;

e Reflective journals;
e Workshops;

o (Case studies;

e Colloquia; and

e The4As.

Program Delivery Office

comprises two

Divisions:

(i)

(ii)

Online and Materials Division, focused
on Online programs, Distance Education
Programs, Clearinghouse, Material
Development; and

Training Division focused on Coaching,
Mentoring, Training of Trainers, and direct
delivery of trainings.

The functions are:

a.

b.

Developing online programs;

Developing distance education and
blended learning programs;

Supporting and developing the capacity
of coaches, mentors and trainers;

Delivering trainings;

Maintaining a professional learning
clearinghouse; and

Monitoring the training delivery of the
faculty.

Liaison Office comprises two Divisions:

(i)

(i)

Stakeholder Relations Division, focused
on liaison with DepEd, TEls, PRC,
equivalency recognition, CPD; and

Events Coordination Division, which
develops links with local and foreign
organizations.

The functions are:

a.

Coordinating program development and
delivery;

Liaising, networking, collaborating with
internal and external stakeholders,
including COEs and CODs; and

Managing events.

Research Office comprises two Divisions:

(i)
(i)

Research Division; and
Planning and M & E Division.

The research office is responsible for research
and data analytics.

The functions are:

a.
b.

C.

Monitoring and Evaluation of programs;
Conducting analysis of participation data;

Planning based on research evidence to
address professional learning needs; and
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d. Providing research to support program
development (for Education Programs

Office) and program delivery (Program
Delivery Office).

Administration Office comprises two Divisions:

(i) Administration and Finance Division; and

(i) ICT Division focused on Data Services
and Web Content.

The functions are:

a. Working with Central Office in the

provision of financial and administrative
services to NEAP;

Governance

* Strategic Direction
* Financial oversight
¢ Risk Management

Collaboration
* Networking
¢ Event management

Education Program
* Design of PL programs for
© teachers: TIP, career progression,
i special programs, others
o) ¢ Design of PL programs for school
"‘e leaders: career progression,
< special programs, others

Regional Implementation
Regional coordination
Communication

Two-way flow of information

RECOMMENDATION 1

b. Providing data capture and information
systems including a:

PL participation data base (EMIS)
e Clearinghouse (LMS)

3.2.6 NEAP-CO Summary of Office
Functions

Figure 3-6 provides a summary of office functions.

Leadership

* PL QAand
Certification policy

¢ PLStandards

« Executive Support

Program delivery:
Online programs
Distance education and blended
programs

Support for mentors, coaches
and trainers

PL clearinghouse

Figure 3-6: NEAP - Summary of Office Functions
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3.3 Proposed NEAP-RO Structure

The Task Force supports the NEAP Transformation
Report 1 recommendations for restructuring and
strengthening NEAP-RO.

The regions represented in the Task Force
supported the proposal to increase the plantilla of
NEAP-RO.

1.3 The Task Force recommends the vertical alignment of NEAP-CO to NEAP-ROs.

Figure 3-7 provides a schematic representation of the linkage between NEAP-CO,
NEAP-RO and Divisions, and of the proposed structure. The schema indicates the
dual reporting arrangements under which NEAP-RO will operate. NEAP - RO will be
responsible to the Regional Director on operational matters but to the Director for
Regional Implementation (NEAP-CO) on technical matters related to professional
learning.

. J

While NEAP-RO will support Schools Division
Superintendents (SDS), there will not be a NEAP
structure at the Division level. NEAP-ROs will have
a role in supporting SDS to implement centrally-
developed professional learning programs as well as
providing support for them to develop local programs
consistent with the overall learning and development
(L&D) strategies and priorities.
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- - Advisory Council

Office of the Dean
Policy
Executive Support

Central
)
R Career Online & NEAP in Stakeholder Administration
esearch N . N : )
Divisi Progression Materials Regions Relations and Finance
ivision
Division Division Division Division Division
-~
\ 1
) '
. 1
. Focus Capacity Events
Plannu_lg_ a.nd Programs Development ! Coordination ICT Division
M&E Division M - 1 A
Division Division ' Division
-
1
1
- . I
Regional Regional Director 1
1
administrative Director Il technical 1
NEAP,RI0 |~ == === ========m=
Program Development Liaison and
and Delivery Unit Evaluation Unit
Regional Service
Training Centre
Divisions Schools Division Superintendent
and (SDS)
Districts
Schools PrlnclpaILse; Lr;srtsructlonal

Figure 3-7: Integrated NEAP-CO and NEAP-RO Structure,
and Administrative Link to the DepEd Regional Offices
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3.4 Professional Learning

Ecosystem 3.4.1 Institutional Ecosystem
Itis important to note that the functional ecosystem
Critical to the effectiveness of the proposed is impacted by the institutional ecosystem comprising
structure is a ‘professional learning ecosystem’ all of the internal offices or units, NEAP, the Bureaus,
that shows vertical and horizontal coordination Regions, Divisions, and external agencies such as
mechanisms that enable the interaction within, COEs, CODs, SEAMEO-INNOTECH, which compete
between and across the elements of the ecosystem. to design, develop and deliver programs in the
The ecosystem approach recognizes and values professional learning environment.
the contributions of all stakeholders while providing Figure 3-8 presents a schematic representation
an opportunity to clarify the confusion in the field of this institutional ecosystem that clarifies the
concerning existing roles and responsibilities. It relationships between the organizations within the
provides the opportunity to define and organize Central Office, Regions and Divisions and external
Central Office responsibilities before defining the partners needed, for example, to deliver career
vertical and horizontal structures. progression programs.

Governing Board
Policy
Strategy

NEAP-CO
Office of the Dean

Division DEPED

R h Divisi CO Bureaus /
esearch Division Centers
Central Ressach Planning and M&E

Office .
Educational Programs (ST R )
Focus Programs

On Line & Materials

Hlealanibe ey Capacity Development

External Partners

Regional Implementation NEAP in Regions

Stakeholders Relations
Events Coordination

Liaison

Administration & Finance

Administration ICT

Regions NEAP-RO

Access to CO programs

Divisions

Districts

Schools
(LACs)

Figure 3-8: NEAP Professional Learning Ecosystem
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Such an ecosystem would have profound future
implications for the form and delivery of professional
learning, and consequently, for existing structures and
arrangements for the delivery of professional learning.
It would improve access to professional learning and
better coordinate its development and delivery as
well as the capture of teacher participation data to
inform planning and quality control.

3.4.2 Integrative Learning and Development
(L&D) Framework

The ecosystem approach underpinning the
transformation of NEAP provides the potential to
develop a horizontally and vertically integrated
learning and development system for classroom
teachers and school leaders across DepEd. The
proposal  provides horizontal integration by
harmonizing and coordinating provision at the central
office and vertical integration by clarifying and
establishing linkages and responsibilities at various
DepEd levels.

The transformed NEAP will have an integrative role
in professional learning and development. The L&D
framework will be:

e System-wide and evidence-informed,
e Based on Professional Standards;
e Multi-level but part of a single, unified

system, with proper balance between
centralized and decentralized components;

e Defined by a clear governance structure
from Central Office down to the school
level: and

e Supportive of the engagement of various
stakeholders who are part of NEAP’s
Professional Learning Ecosystem.

RECOMMENDATION 4

Final Report




REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

NEAP Transformation Detailed Design




Recommendation 2

ST

Scale of the Transformed NEAP
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Position Titles and Role Descriptions
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HE PROPOSED STRUCTURE of the transformed NEAP, the number of
classroom teachers and school leaders, and the number of programs to
be developed and delivered, call for increasing the work force. Below are

the recommendations of the Task Force.

and school leaders across DepEd.

materials for presentation to DBM and CSC.

\_

2.1 The Task Force recommends that the proposed staffing, that is, the numbers of staff, the
positions titles, preferred qualifications and role descriptions set out in this section be
adopted as the basis for capacitating the transformed National Educators Academy of
the Philippines. Task Force members see the recommendation as providing NEAP with
the capacity needed to address the professional learning needs of classroom teachers

2.2 The Task Force recommends that the position descriptions presented in this section be
endorsed for use as a basis of negotiation with the Department of Budget Management
(DBM) and the Civil Service Commission (CSC) and BHROD be requested to prepare

~

_/

4.1 Overall Staffing Levels
Overall staffing levels proposed for NEAP-CO and NEAP-RO are listed in Table 4-1 and Table 4-2.

Table 4-1: NEAP-CO Core Staff

Office/Division Position

Total

Office of the Dean Dean

Director IV

Administrative Assistant Ill

Administrative Assistant ||

Administrative Aide IV

Project Development Officer |l

Project Development Officer |l

Subtotal

Research Office ODIR Director Il

Administrative Assistant ||

Administrative Aide IV

Research Division Chief Education Program Specialist

Senior Education Program Specialist

Statistician Ill

M&E Division Chief Education Program Specialist

Senior Education Program Specialist

Administrative Assistant |l

SN, NN ==

Subtotal
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Office/Division Position Total
Education Programs Office ODIR Director llI
Director Il

—_

Administrative Assistant Il

Administrative Assistant ||
Administrative Aide IV
Career Progression Division Chief Education Program Specialist

Supervising Education Program Specialist

Senior Education Program Specialist

Education Program Specialist Il

Education Program Specialist |

Administrative Assistant ||

Focus Programs Division Chief Education Program Specialist

W= |IN[ O OO W[~ IN[=|—|—

Supervising Education Program Specialist

Senior Education Program Specialist 18

Education Program Specialist Il 9

Administrative Assistant | 2

Subtotal 72
Program Delivery Office ODIR Director |l

Director |l

Administrative Assistant Il

Administrative Assistant ||
Administrative Aide IV
On Line & Materials Division Chief Education Program Specialist

Supervising Education Program Specialist

Senior Education Program Specialist

Education Program Specialist Il

Education Program Specialist |

Administrative Assistant ||

Project Manager V

Senior Project Development Officer

Project Development Officer I

Project Development Officer |

Capacity Development Division Chief Education Program Specialist

Supervising Education Program Specialist

Senior Education Program Specialist

Administrative Assistant Il

Project Development Officer Il

N[O NI O | W|=|=PhPfw|mO[O|O N[N ——

Project Development Officer |
Subtotal

N
N
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Office/Division

Position

Total

Regional Implementation Office ODIR

Director Il

—_

NEAP in Regions Division

Senior Education Program Specialist

Administrative Assistant Il

Administrative Aide IV

Subtotal

Liaison Office ODIR

Director Il

Administrative Assistant ||

Administrative Aide IV

Stakeholder Relations Division

Chief Education Program Specialist

Senior Education Program Specialist

Administrative Assistant |l

Project Development Officer ||

Events Coordination Division

Supervising Education Program Specialist

Administrative Assistant Il

Project Development Officer |l

Project Development Officer |

NN [, | IN D>

Subtotal

-
N

Administration Office ODIR

Director Il

Administrative Officer IV

Administrative Assistant ||

Administrative Aide IV

Administration and Finance Division

Chief Administrative Officer

Administrative Officer V

Accountant Il

Administrative Assistant llI

Administrative Assistant Il

ICT Division

Administrative Assistant ||

Information Technology Officer IlI

Information Technology Officer Il

Information Systems Analyst Il

Information Systems Analyst Il

Computer Programmer Il

aAla|lalolalmlwlmlmalNlm

Subtotal

N
N

Total

217
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Table 4-2: NEAP-RO Core Staff

Unit Position Total
Regional Office Director Il 1
ODIR Administrative Assistant Il 1
Subtotal 2
Program Development and Delivery Unit Supervising Education Program Specialist 1
Senior Education Program Specialist 2
Education Program Specialist Il 4
Administrative Assistant Il 1
Subtotal 8
Liaison and Evaluation Unit Supervising Education Program Specialist 1
Senior Education Program Specialist 1
Education Program Specialist I 2
Administrative Assistant Il 1
Subtotal 5
Regional Service Training Center Dormitory Manager |l 1
Administrative Assistant IlI 1
Administrative Aide [V 1
Subtotal 3
Total 18
Total for 16 regions 288
The proposed staffing for NEAP Central Office 1. The Dean shall have a strong academic

and Regional Offices is approximately six times
greater than the current staffing levels.

The head of NEAP-RO is proposed to occupy

Director Il position to attract high-quality applicants
from among the SDSs and ASDSs.

4.2 Detailed Staffing Proposal

Position statements comprising positions, titles
and salary grade levels have been developed for the
transformed NEAP.

The  qualification  requirements  represent
preferred qualifications and existing staff should
be able to be transferred provided they meet CSC
qualification requirements. Staff should be recruited,
not only on the basis of their qualifications but also
their experience and capability.

standing (gravitas) as well as high-level
and strong innovative leadership capacity
particularly in relation to NEAP's core
functions.

Senior staff with responsibility for program
development and delivery to have:

e afocus on innovation and
management;

e aPhD from an institution recognized
for the quality of its research output;
and

e demonstrated high-level experience
and achievement in leadership and
organizational development in an
education setting.

Research staff to have a PhD from an
institution recognized for the quality of
its research output and experience in
undertaking qualitative and quantitative
research.
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The preferred qualifications for NEAP personnel
are intentionally set high to influence and encourage
DepEd personnel overall to achieve higher
qualifications. Given that a priority of DepEd is to raise
the quality and outcomes of education, this standard
should also apply to its own personnel.

The skills needed for some positions cannot
be developed through experience, such as in
the Research Office. Quantitative and qualitative
research skills can only be achieved through high-level
study and training provided through achievement of
a research-oriented degree such as a PhD.

However, the staffing process needs to ensure that
existing NEAP-RO and HRDD staff are not adversely
impacted through their inability to apply for positions
in the transformed NEAP.

4.3 Summary of Positions by Type,
Grade and Qualification

4.31 NEAP-CO

Approximately 56 percent of the proposed
positions for NEAP-CO comprise Education Pro-
gram Specialist positions. The remainder comprise
specialist senior management positions (5 per-
cent), specialized project officers (18 percent),
administrative officers (18 percent) and ICT
specialists (3 percent). A summary of the proposed
positions by grade and preferred qualification
follows.

4.3.2 Position Grades

Positions are summarized by position type and
grade level in Table 4-3. The distribution of position
by grades shows thatthe median Position Grade level
is Grade 18. The distribution of proposed positions
shows how the grades cascade down across each of
the functions: management, educational program
development and delivery, project management,
administration and ICT. However, this reflects the
way the various positions have been designed under
the Civil Service Commission’s (CSC's) guidelines.
It is important to note the range of positions and
grades presented in this table.
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RECOMMENDATION 4

4.3.3 NEAP Regional Office

The grades and qualifications of the positions
proposed for NEAP-ROs are summarized in the
tables that follow. Table 4-4 summarizes the
positions, grades, and preferred qualifications
across regional positions.

Table 4-4: Distribution of Positions by Type,
Salary Grade Level and Preferred Qualification - NEAP-RO

Salary Grade Preferred Qualification
Unit Position Total
TESDA High School | Bachelor’s Master’s Grand
4 8 9 | M| 16|19 2226 Certificate Graduate degree degree Total
ODIR Director Il 1 1 1 1
Administrative Assistant Il 1 1 1 1
Subtotal 1 1 2 1 1 2
Program Supervising Education : ) : :
Development | b0 Specialist
and Delivery
Unit Senior Education
L 2 2 2 2
Program Specialist
Education
Program Specialist Il 4 4 4 4
Administrative
Assistant Il 1 ! ! 1
Subtotal 1 4 |2 |1 8 1 7 8
Liaison_and Supervising Education 1 1 1 1
Evaluation Program Specialist
Unit
Senior Education 1 1 1 1
Program Specialist
Education
Program Specialist Il 2 2 2 2
Administrative Assistant Il 1 1 1 1
Subtotal 1 2 |11 5 1 4 5
Regional Dormitory Manager Il 1 1 1 1
Service
Training Administrative 1 1 1 1
Center Assistant lll
Administrative Aide IV 1 1 1 1
Subtotal 1 11 3 1 1 1 3
Total 1|13 (1|1([6]|3|2]|1 18 1 1 4 12 18
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REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

IVEN THE DEMONSTRATED need to expand and strengthen the struc-

ture and processes of NEAP within the professional learning ecosystem

in DepEd, the Task Force broadly supports the recommendations set
out by RCTQ in its Report.

3.1 The Task Force broadly supports the role of NEAP as set out in Recommendation 10
of the Transformation Study Report, namely:

a.  Assume responsibility for the design, development and delivery of programs
supporting teachers and instructional personnel;

b.  Offer and manage contracts/agreements for the design, development and delivery
of professional development (PD) to Teacher Education Institutions (TEls) and other
training organizations as needed;

c.  Establish policies and support materials to build capacity of in-school mentors and
coaches, and enhance peer observation skills and strengthen LACs;

d.  Enhance current leadership programs for RDs, superintendents, supervisors and
principals through linkages with DAP and business management schools;

e.  Offer some training programs that provide foundational pedagogical and content
knowledge and/or skills and others that provide advanced pedagogical and content
knowledge and/or skills;

f. Assume responsibility for awarding scholarships and study grants to enable higher-
level study and overseas study tours;

g.  Develop an online clearinghouse to improve access to professional development
programs; and

h.  Prioritize the development of its own staff both initially and in the longer term to
ensure the quality of the organization’s outputs.

3.2 The Task Force also recommends an expansion of NEAP's functions in a number of
areas. These include the need for NEAP to:

a.  Undertake more effective and efficient assessment of development needs to ensure
that programs developed address the needs of classroom teachers and school leaders;

b.  Link provision of professional learning to strategies for improving student outcomes;
c.  Coordinate professional learning delivery across DepEd

d.  Implement and manage its own IT and data systems. This need complements the
need for development and implementation of systems to support the online delivery
of programs through a Learning Management System (LMS) which would act as a
clearinghouse and support the online delivery of programs. NEAP would determine
whether or not a program qualifies for entry to the clearinghouse;

e.  Continue to work with TEls, BHROD and the PRC to develop professional learning
program standards aligned to the purpose of the programs to be developed.
Such standards enable programs to contribute to the award of higher education
qualifications and to career progression and professional certification. COEs and
COD:s see this as an essential continuing role for NEAP;

. Assess classroom teachers’ and school leaders’ achievement of the expected
outcomes of professional learning programs;

g. Determine professional development needs through analysis of RPMS, COT and
NAT data;

h. Negotiate and maintain program standards for the award of post graduate
qualifications, career progression and certification.

\_ J
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RECOMMENDATION 3

The operationalization of the Recommendations responsible for the development and delivery of
related to proposed initial programs of the a range of professional development programs
transformed NEAP and strategies for delivery are supporting career progression and quality
presented here in terms of: teaching. NEAP will continue with its existing

leadership programs with a view of improving
them or offering new programs that respond to
the needs of school leaders, including their career
progression.

e The core programs of NEAP, which
include the Teacher Induction Program,
Career Progression Programs, Special
Programs, Assessment System; and
Accreditation, Certification and The programs for teachers, school heads and
Recognition. supervisors will be based on the PPST, PPSSH

and PPSS, respectively. These sets of professional

standards define what teachers and school
leaders are expected to know, be able to do, and
value in their practice. They outline how teacher
and school leader practice can be expanded to
include recognized international best practice.
5.1 The Core Programs of NEAP The professional standards should be used as
frameworks for quality expectations across career
stages, and should be the bases for ongoing

The Task Force noted that NEAP should be professional development (Figure 5-1).

e Collaborations with Centers of
Excellence and Centers of Development;
and

e Development and Delivery Strategies.

Career Progression

V-

i

el Stage 1 Stage 2 Stage 3 Stage 4
(Beginning) (Proficient) (Highly Proficient) (Distinguished)
1 A A 1 A A 1 I I I
Teacher Entry Teacher Career progression programs / courses
Requirement Induction

Recruitment

Program Targeted professional learning and development
1>2 using varied modalities, including Learning Action Cells

Teacher Assessment Tools

Teacher Education
Rewards and Recognition

Figure 5-1: NEAP Programs in Relation to PPST Career Progression
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5.1.1 Teacher Induction Program

The Task Force considered a report from the
Teacher Education Council (TEC) concerning the
future of the Teacher Induction Program (TIP) in

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

the context of NEAP's responsibility for career
progression programs and Recommendation 12 of the
Transformation Report.

.

3.3 The Task Force recommends that NEAP assume responsibility for the Teacher Induction
Program and to review it from the context of differentiating those aspects which
comprise ‘an introduction to DepEd and the profession’ and those which strengthen and
deepen newly employed teachers’ knowledge, skills and capacity.

Further, the Task Force recommends that NEAP work with BCD and BLD in the
development of content and the delivery of such programs.

~

v

A revised PPST-based TIP based on the training
standards to be developed in consultation with BCD
and BLD, would comprise a suite of aligned programs
that meet the needs of newly-hired DepEd teachers
and the needs of mentors and school leaders who
guide and support them. The time requirements and
modes of delivery will be differentiated to meet the
varying needs and schedules of newly-hired teachers,
mentors and school leaders.

Building upon the strengths of the current TIP
and responding to recent innovations in Philippine
education, the revised year-long TIP will, at minimum,
utilize LACs, online learning, classroom observations,
role play and regional/district conferences.

5.1.2 Career Progression Programs for
Classroom Teachers

Regular Programs

Regular programs support classroom teachers and
school leaders to pursue professional development
and promotion by gaining the developmentally-
graduated knowledge and skills specified in the
PPST, PPSSH and PPSS. Regular career progression
programs are necessary to improve the quality of
practice of teachers and school leaders, and to enable
unfilled plantilla items at higher positions to be filled.

Career Progression Programs for Teachers

Teacher employment figures for January 2019
(Table 5-1) indicate that:

e approximately 90% of all authorized ¢
teacher positions are Teacher |, Teacher ||
and Teacher Ill;

e authorized Teacher | positions constitute
approximately 51% of all authorized
teaching positions and 90% of the total
authorized Teacher |, Il and Il positions; and

e unfilled authorized Teacher Il and IlI
positions present opportunities for career
progression for teachers occupying Teacher
| and Il positions.

¢ The term ‘authorized’ refers to plantilla items approved by the Department of Budget and Management (DBM).
The authorized numbers are shown in the Total Items column in Table 19.

NEAP Transformation Detailed Design



RECOMMENDATION 3

Table 5-1: Position of Employed Teachers: January 2019

Position Title No. of Filled No. of Unfilled Total Items
Teacher | 410,555 35,086 445,641
Teacher Il 124,122 8,600 132,722
Teacher Il 201,070 4,803 205,873
Master Teacher | 38,526 1,697 40,223
Master Teacher Il 15,346 911 16,257
Master Teacher Il 61 2 63
Head Teacher | 6,482 559 7,041
Head Teacher Il 1,778 130 1,908
Head Teacher lll 10,112 632 10,744
Head Teacher IV 372 30 402
Head Teacher V 201 24 225
Head Teacher VI 889 136 1,025
Special Education Teacher | 3,048 1172 4,220
Special Education Teacher Il 265 16 281
Special Education Teacher Il 37 18 389
Special Education Teacher IV 1 0 1
Special Education Teacher V 3 0 3
Instructor | 8 15 23
Instructor Il 7 10 17
Instructor 1l 0 2 2
Assistant Professor Il 2 0 2
Crafts Education Demonstrator | 32 16 48
Crafts Education Demonstrator Il 12 8 20
Total 813,263 53,867 867,130
Source: BHROD, 2019

The employment figures in Table 5-1 demonstrate support aspiring teachers occupying Teacher | and

that: Teacher Il positions to apply for promotion.

e there is a disproportionately high number In addition, BHROD is proposing the introduction
of Teacher | items relative to the total of Teacher IV, Teacher V and Master Teacher V
number of Teacher |, Il and Il items; and positions. Targeted Career Progression programs

e there are 13,403 unfilled Teacher Il and will be essential to meet the new staffing demands
Teacher Il items. created by the introduction of these positions and will

likewise improve teacher quality.

Consequently, there is a pressing need for a suite of
Career Progression Programs to raise teacher quality
to the required levels for promotion and to prepare
teachers for the promotion process. The Career
Progression Programs will strengthen the quality of
DepEd teachers and play a key role in staffing unfilled
positions.

In addition, it has been reported that many teachers
occupying Teacher | positions have been at that level
for up to 10 years. These findings indicate a pressing
need for Career Progression Programs targeted at
teachers occupying Teacher | and Teacher Il positions.
Such programs will improve teacher quality and
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REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

NEAP is complete. In addition, the rollout of Career
Progression Programs to support aspiring teachers
to meet the needs of other teacher positions should
be given a high priority and rolled out progressively
thereafter.

The design, development and delivery of Career
Progression Programs for teachers occupying Teacher
| and Teacher Il positions should be prioritized and
be ready for rollout as soon as the transformation of

3.4 The Task Force recommends that:

a. NEAP design a suite of targeted Career Progression Programs;

b. Career Progression Programs for teachers occupying Teacher | and Teacher ||
positions be prioritized and ready for rollout in July 2020; and

c. DepEd review the authorized teacher allocations to address the disproportionate

number of Teacher | items.

\_

~

_/

Career Progression Programs for teachers should
be aimed at elevating teachers’ professional practice
to meet the indicators of higher career stages in the
Philippine Professional Standards to Teachers, i.e.:

Beginning to Proficient;
Proficient to Highly Proficient; and
Highly Proficient to Distinguished.

The programs should focus on:

Building and consolidating teachers’
capacity at current Career Stages 1, 2, 3

Supporting teachers’ promotion by
developing their knowledge and skills
against the Career Stages of the PPST —
Beginning, Proficient, Highly Proficient,
Distinguished; and

Supporting assessment of teachers’

skills and capacities, specifically, the
development of skills in applying the COT
and in assessing teachers at different
Career Stages.

Figure 5-2 shows an example of a career
progression program following PPST and BHROD-
proposed positions that can be linked with

and 4. These programs will be linked to
professional learning needs identified
through analysis of RPMS and PPST-based

. promotions:
Classroom Observation Tool (COT) data;
Teacher | Teacher llI Teacher V* Master Teacher I Master Teacher IV
Completed NEAP-developed Completed advanced Completed basic/elementary Completed advanced
induction program Proficient Teacher Highly Proficient Distinguished Teacher
- basic/elementary courses courses courses

Proficient Teacher courses

Passed assessments Passed assessments

1)),

Master Teacher Il

Passed assessments Passed assessments None Required

).

Teacher Il

Master Teacher |

Teacher IV*

Completed advanced Completed basic/elementary
Highly Proficient Distinguished Teacher
courses courses

None Required None Required Passed assessments Passed assessments

*BHROD-proposed teacher positions

Figure 5-2: NEAP Programs’ Alignment with Teacher Positions and Promotions
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RECOMMENDATION 3

Leading
Strategically

Career Progression
Programs for School Heads
and Supervisors

Buildi .
e The career progression
Connections (2
[ programs for school heads should
g EGEE support them in achieving the
(7] School indicators under the five domains
.E Operations shown in Figure 5-3: (i) leading
% ane strategically; (i) managing school
3 Resources . d T
. <, operations and resources; (iii)
Elsueiopibe v leading teaching and learning; (iv)
Self and e/d .
o 03d developing self and others; and (v)
ek building connections.
Leading
Teaching

and Learning

Figure 5-3: Five Domains of Practice for School Heads

Likewise, programs supporting supervisors, who domains: (i) supporting curriculum management
will have their own professional standards for the first and implementation; (i) strengthening shared
time, support them in achieving the four domains accountability; (i) fostering a culture of continuous
of practice shown in Figure 5-4. The programs improvement; and (iv) developing self and others.

should provide support in the four identified

Supporting Curriculum
Managment and Implementation

Strengthening
Shared Accountability

Fostering a Culture of
Continuous Improvement

Developing Self and Others

Figure 5-4: Four Domains of Practice for Supervisors
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Data concerning the number of unfilled Principal
and Supervisor positions (Table 5-2 and Table
5-3) indicate an acute and urgent need for career
progression programs for aspiring Principals and
Supervisors.

As of 2017, for Principals:

e 72% of Assistant School Principal positions
were unfilled

e 18% of School Principal | positions were

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

10% of School Principal Il positions were

unfilled

6% of School Principal Ill positions were

unfilled

6% of School Principal IV positions were

unfilled

18% of combined Principal positions were
unfilled

unfilled
Table 5-2: Number of Principal Positions
POSITIONS FILLED UNFILLED TOTAL
ASP2 | Assistant School Principal Il 386 1014 1400
SP1 School Principal | 12024 2724 14748
SP2 School Principal Il 5114 588 5702
SP3 School Principal lll 1763 109 1872
SP4 School Principal IV 1037 63 1100
SPSP1 | Special School Principal | 2 1 3
ASP3 | Assistant School Principal lll 0 12 12
ASP1 | Assistant School Principal | 2 15 17
SPSP2 | Special School Principal Il 2 1 3
ASSP | Assistant Special School Principal 0 1 1
Total 20330 4528 24858

Source: BHROD, 2017

As of 2017, for Supervisors:

e 4% of Chief Education Supervisor positions
are unfilled;

® 9% of Education Program Supervisor
positions are unfilled;

9% of Public School District Supervisor
positions are unfilled; and

8% of combined Supervisor positions are

unfilled.

Table 5-3: Number of Supervisor Positions

FILLED UNFILLED TOTAL
Chief Education Supervisor 495 20 515
Education Program Supervisor 2493 238 2731
Public Schools District Supervisor 2324 235 2559
Total 5312 493 5805

Source: BHROD, 2017
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The provision of professional learning to support
promotion to Principal and Supervisor positions is a
key element in addressing the understaffing issue.
NEAP should design Career Progression Programs
tofacilitate career progression for aspiring Principals
and Supervisors, and for assessors of applications
to these positions.

Subject Content Programs
Supporting Quality Teaching

Regular programs also include subject content
programs, which focus on improving teachers'
understanding, skills and capacity to teach relevant
subject areas. They:

* support Elementary, Junior Secondary
and Senior Secondary teachers in subject
areas that are consistent with the findings
of the Teacher Development Needs Survey
(TDNS) and other relevant studies; and

* link content knowledge and pedagogy
through, for example, formative assess-
ment, and assessment in general, to
provide baseline information for teachers.

Master Classes

In addition to regular programs, a range of master
classes should be available for teachers and school
leaders. Expert practitioners would present master
classes to develop the skills of classroom teachers
and school leaders. Master classes are participatory
and should be offered to small groups to maximize
impact on teacher and school leader quality.

The identification and development of master
classes should be strategic. NEAP should gather
information from regions, districts and schools to
identify areas of needs. NEAP should also conduct
extensive searches to identify suitable expert
practitioners to design, develop and deliver master
classes. All master classes should relate to specialized
aspects of the respective professional standards for
teachers and school leaders.

Master classes could include:
Classroom Teachers

* Embedding ICT in the early years
e Creating and using apps in the classroom
e Embedding numeracy skills in social studies

e Embedding literacy skills in science
education

RECOMMENDATION 3

e Using Structure of Observed Learning
Outcome (SOLO) to improve gymnastic
performance

School Leaders

. Conflict resolution

o Mentoring the mentor

o Building teacher resilience

. Teaching performance feedback

o Advocacy skills for community engagement

5.1.3 Special Programs

Special programs include, but are not limited to,
Assessor Training Programs.

Assessor Training Programs

Career Progression Programs need to be paired
with Assessor Training Programs to ensure shared
understanding and expectations of aspirants and
assessors.

Assessor Training Programs will be designed
to promote accurate and reliable judgements of
the professional practice of teachers, school heads
and supervisors based on the PPST, PPSSH and
PPSS, respectively. The programs will be suitable
for assessors making judgements of professional
practice at the various levels presented in the
Standards. Separate Assessor Training Programs will
be prepared for assessors of teachers, school heads
and school supervisors.

The Assessor Training Programs will be designed
to enhance the knowledge and skills of assessors.
Among other things, the assessors will gain in-depth
understanding of promotion policy requirements
and tools.

The programs will have a blended delivery
design that incorporates individual online learning,
collaborative  online learning  through guided
discussion groups, online assessment and face-to-
face components.

5.1.4 Assessment System

An assessment system is essential to assess
the progress and performance of participants
undertaking professional learning programs. In
addition, an assessment system, in conjunction with
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other means, is essential for teachers, school heads
and supervisors undertaking career progression
programs to determine their readiness to apply for
promotion.

The assessment system will include diagnostic,
formative, and summative assessments to assess
the progress of participants at various stages
throughout programs. The assessments will provide
progressive feedback to the participants and will
be also used to monitor participants’ progression
through programs in a successful and timely manner.
Participants who do not demonstrate successful and
timely progression may be removed from a program.

The assessment system will incorporate a range
of assessment instruments that are constructively
aligned with learning outcomes and content of the
programs. The learning outcomes and content will
be anchored on program-specific standards, such as
the PPST, the PPSSH, the PPSS, and/or other relevant
policy documents.

The assessment system will be connected to
the proposed Education Management Information
System (EMIS) and will provide a digital registry of all
teachers, school heads, supervisors and other school
leaders and their professional learning record.

The assessment system will also be used to
conduct large-scale assessments to evaluate the
effectiveness of programs, to identify professional
learning needs, and to track investments, etc.

5.1.5 Accreditation, Certification and
Recognition Processes

Accreditation, certification and recognition are
essential quality assurance processes that ensure
the quality and credibility of professional learning
acquired outside DepEd. Operational use of the
terms at present is as follows:

e ‘Accreditation’ applies to providers .
e ’Certification’ applies to programs.

e ‘Recognition’ refers to acknowledgment
of professional learning, and the
determination and quantification of
equivalency for CPD.

The operational use of the terms will be further
refined and agreed during the transition period.

Meanwhile, the Task Force has recommended
that:

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

® inrelation to accreditation —
NEAP will orchestrate L&D for teachers,
school heads and supervisors engaging a
wide array of COEs, CODs and accredited
TEls to deliver L&D/T&D courses for
different education stakeholders;

e inrelation to certification and recognition —
parameters for the partnerships with
COEs and CODs, and processes to
accredit COEs and CODs to develop and
conduct professional learning programs
need to be established; and NEAP will
continue to work with TEls, BHROD
and the PRC to develop professional
learning program standards aligned
to the purpose of the programs to be
developed.

5.2 Collaborations with Centers
of Excellence and Centers of
Development

The Task Force noted the willingness and
generosity of University Presidents to work with
NEAP in the provision of a wide range of professional
programs. The University Presidents indicated that
“this is the right time for the TEls to partner with
NEAP" and that this is “part of the 3NS' vision for
it to assist DepEd in the provision of the continuing
professional development of teachers” and that
“partnering with the TEls is very essential in the
[learning] ecosystem.”

The Task Force identified that the following need
to be developed/established:

e parameters for the partnerships with COEs
and CODs;

e processes to accredit COEs and CODs to
develop and conduct professional learning
programs;

e quality standards and quality assurance for
professional learning programs; and

* aprofessional development framework
based on the Philippine Professional
Standards for Teachers, Philippine
Professional Standards for School Heads
and the Philippine Professional Standards
for Supervisors;

NEAP Transformation Detailed Design



The Task Force also determined that:

e institutional partnerships should be long
term; and

* DepEd and TEls should sit together
and plan the programs, including at the
tertiary level, so that the programs would
be coherent and relevant to the needs of
the teachers.

In relation to the nature of the professional
development programs offered in partnership with
COEs and CODs, the Task Force identified the
following requirements:

* arange of programs ranging from
short courses to Master and Doctoral
programs;

* programs to address the concerns
of teachers who are not education
graduates; and

e contextualized or specialized programs
that fit the needs of teachers in various
regions.

In addition to the professional development
programs, the Task Force identified the opportunity
to partner with COEs and CODs in the conduct
of collaborative research. DepEd has a lot of
untouched data which could be analyzed by the
Universities. The interpretation of DepEd's data
could help in policy development and in identifying
the gaps in professional development.

The Task Force gained further insights into
partnerships with COEs and CODs from the Round
Table Discussion and Focus Group Discussions with
HRDD and SGOD. The Task Force ascertained that
there are extensive and wide-ranging partnerships
with COEs and CODs. Examples include:

e tapping COE / COD professors /
instructors as resource persons for K to 12
training activities for senior high school
teachers;

e sending teachers to COEs and CODs for

enhancement of competencies such as
the looping programs; and

e scholarship programs.

HRDD and SGOD personnel evaluated the
outcomes and impact of such partnerships
positively. They further identified additional roles
for COEs and CODs in the development and
delivery of professional learning programs within

RECOMMENDATION 3

their regions. Additional roles for COEs and CODs
include:

¢ helping teachers who are non-education
majors and those who are teaching
subjects outside their area(s) of expertise;

e designing more contextualized programs;

e strengthening teachers’ practice of the
PPST indicators;

e developing training resource packages;
e monitoring their graduates; and

e conducting research.

5.3 Development and Delivery
Strategies

To operationalize the above responsibilities and
theirintegration into and alignment with the existing
professional learning structures and systems,
the Task Force recommends that an ecosystem
approach be adopted.

NEAP should be responsible for developing a
Professional Learning Ecosystem that responds
flexibly to the needs of classroom teachers
and school leaders by valuing, facilitating and
building on the contributions of the wide range
of stakeholders involved in the development and
delivery of professional learning programs.

A Professional Learning Ecosystem approach
would:

1. Facilitate, value, utilize and build on the
professional learning contributions of:

a. exceptional and experienced
teachers;

school leaders;
leading and lighthouse schools;
school and professional networks;

® a0 o

regional, division and district
initiatives;

Central Office Bureaus and the TEC;
g. Higher Education Institutions,

specifically Centers of Excellence and
Centers of Development; and

-

h. Development Academy of the
Philippines, SEAMEAO-INNOTECH,
and others.
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2. Prioritize the development of a
multifaceted systems approach using a
range of:

a. andragogic (adult learning) models
utilizing, for example, session
notes, problem solving exercises,
workshops, case studies, immersion
and job shadowing, scenarios and
simulations, the 4As (anchor, add,
apply, away), reflection and journal
writing, colloquium, unstructured
coaching and mentoring, exposure
to other good practices, and job
rotation; and

b. delivery modalities including face-to-
face, online, distance and blended
and self-directed learning.

3. Facilitate and strengthen communication,
collaboration and consultation
among those responsible for program
development and delivery, and those
charged with building the capacity of
classroom teachers and school leaders
across DepEd.

4. Enable better coordination of program
delivery to reduce current bottlenecks in
the system.

Figure 3-8 provides a schematic representation
that depicts the interaction between functions,
responsibilities and relationship of the proposed
Professional Learning Ecosystem.

The schema demonstrates the synergistic
interaction of elements of a functional ecosystem.
For example, the andragogic (adult learning)
approach underpinning a specific program'’s
development is influenced by research and
the proposed delivery model. The latter being
influenced by the program’s target audience, the
suitability and availability of on-line platforms, and
the existence of collaborative networks.

Further, the provision of professional learning
is not the purview of any single office within NEAP
or agency with which it works, rather it arises from
collaboration and engagement among the range of
stakeholders: NEAP, Bureaus, Regions, Divisions,
Districts, Schools, TEIs/COEs CODs and others.

Overlaying this functional ecosystem are the
contributions of internal stakeholders, that is, CO
units, regions, divisions, districts and schools, and
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external stakeholders, COEs and CODs, SEAMEO-
INNOTECH, DAP and local government authorities
in the provision of specialist advice, development,
delivery and support for professional learning
programs.

The Task Force contends that the ecosystem
approach would enable NEAP to manage and
contribute to the development and delivery of
professional learning programs, while capturing
and facilitating the inherent capacity of existing
units and personnel across DepEd. NEAP would be
the lead agency for some programs and a service
agency for others, that is, apart from programs it
develops and delivers independently, it could also
develop and/or deliver programs in collaboration
with or on behalf of other agencies, or simply
provide hosting services.
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and Transition Plan
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HE TASK FORCE acknowledges that the establishment of NEAP will have

both long-term and short-term impact on other DepEd offices across CO,

Regions and Divisions. These impacts range from changes to current pro-
fessional learning roles, potential staffing changes, changes to the roles and re-
sponsibilities of staff and support for the establishment of NEAP as an agency
that has full responsibility for professional learning and development.

regional levels.

\_

4.1 To transform NEAP, the Task Force recommends a four-phase transition plan towards
full operationalization. This transition plan is supported by change management and
communication strategies. The work in all phases needs to be championed through
the active and participatory leadership of senior DepEd personnel at the national and

~

v

6.1 Change Management Strategy

The transformation of NEAP involves major
structural re-organization, thereby strengthening
the workforce. DepEd needs to institute transparent
and consultative workplace change to ensure
broad support for, and active participation in, the
transformation of NEAP.

6.1.1 Pre-Transition Phase

In the pre-transition phase, important interventions
were (or would be) put into place:

1. Approval of the study on NEAP
Transformation (Full Report 2018);

Constitution of the Task Force;

Job Descriptions written and compiled for
Central Office and Regional positions;

4. Internal Equity Analysis done versus
comparable positions;

5. Presentation of the Report of the Task
Force on NEAP Transformation: Proposed
Detailed Design to Secretary Leonor
Briones, and the Execom/ManCom of
DepEd;

6. Approval of Detailed Design by Secretary
Leonor Briones;

7. lssuance of the following documents:
a. DepEd Order on NEAP Transformation
b. Creation of the Transition Team
c. Preparation for meetings with DBM

Transitional arrangements are necessary and they
are outlined as follows.

6.2 Transition Plan

The Task Force recommends a Transition Plan to
guide the transformation of NEAP. The Task Force
underscores that this work needs to be championed
through the active and participatory leadership of
senior DepEd personnel at the national and regional
levels taking into consideration the new organization
structure of NEAP-CO and NEAP-RO and the total
workforce complement of 517 personnel.

6.2.1 Organization Transition Phase
(April 2019 to December 2022)

The Organization Transition Phase detailed here
occurs in tandem with the Program Transition Phase
and the ICT Transition Phase outlined in 6.2.2 and
6.2.3, respectively.
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Organization Phase 1: March 2019
Creation of a Transition Team/Group.

Organization Phase 2: April - August 2019

Within this period, the Transition Group will
recommend potential interim senior leaders of NEAP
either through designation or secondment from state
universities. Their appointments will be effective
until senior leaders are hired and appointed to the
positions.

Organization Phase 3: March - December 2019

Discussions with the Department of Budget and
Management (DBM) on plantilla allocations can
happen at this time.

Simultaneously with the DBM discussions, the
NEAP transformation can move ahead and implement
the recruitment strategy detailed below:

e Formation and training of Recruitment Task
Force (RTF) under the Transition Team

e Job matching exercise for current NEAP
staff

* Sourcing of candidates (internal and
external)

e Positioning of NEAP staff

*  Analysis of unfilled items which can be used
to fill up NEAP vacant positions

® Recruitment of at least 33% of NEAP-CO
and 33% NEAP-RO Staff (in preparation
for the hiring in 2020; 33% = one-third of
the total number of staff distributed evenly
from 2020 to 2022)

* Training and orientation for new
incumbents

Organization Phase 4: April 2019 onwards

Recruitment, hiring and placement are expected to
occur at this time with full hiring expected by 2021-
2022.

The proposed staffing would see approximately

e 11 percent staff holding a PhD;

e 50 percent holding a Master's degree; and

e 39 percent holding a Bachelor's degree or

lower.

At the Central Office, the staffing formula will
increase from 33 to 217. Each NEAP-RO will have
approximately 18 staff, which will contribute to the
significant strengthening of the workforce.
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See Table 6-1 at the end of the chapter for the
summary of the Organization Pre-transition Phase and
the proposed Transition Plan.

6.2.2 Program Transition Phase
(March 2019 - December 2020)

The Program Transition Phase detailed here occurs
in tandem with the Organization Transition Phase and
the ICT Transition Phase outlined in 6.2.1 and 6.2.3,
respectively. The Program Transition Phase includes,
butis notlimitedto, the activities and accomplishments
(A&A) listed below. The list of A&A is not exhaustive
and some A&A require the identification and conduct
of preparatory work. The increasing intensity of the
workload corresponds with progressive staffing of the
transformed NEAP.

Program Transition Phase 1: March - June 2019

e Continuation of existing Programs in
Teach-out Mode (End June 2020). Existing
PL programs will be progressively replaced
by an expanded suite of revised and new
programs. During the period that existing
programs are being reviewed and revised,
and new programs are being designed and
developed, NEAP will continue to offer
existing programs in their existing form.
NEAP will gradually introduce the suite of
revised and new programs. The phase-out
(or teach-out) period will be complete by
End June 2020.

e Formation of Liaison Office Team:
Accreditation, Certification, Equivalency
& Recognition Team (LOT ACER), which
will begin preparatory work, consult with
selected TEls and other selected external
PL providers, and prepare an ACER
Discussion Paper.

Program Transition Phase 2:
April - September 2019

e Continuation of existing Programs in Teach-
out Mode (End June 2020)

e Planning, Preparation and Promotion of,
and enrolment into, Master Classes Phase
1: Three Master Classes for Teachers:
1 Elementary Teachers; 1 Secondary
Teachers; 1 Senior High School Teachers

¢ Announcement of Program Courses (June
2019 - December 2020) and scoping of
required PL development teams
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®  Preparation of new Teacher Induction
Program (TIP): Syllabus and resources

Program Transition Phase 3:
September - December 2019

e Continuation of existing Programs in Teach-
out Mode (End June 2020)

e Preparation of new Teacher Induction
Program (TIP): Syllabus and resources

(Cont'd)
e Delivery of Master Classes Phase 1
*  Finalization of ACER Guidelines

Program Transition Phase 4:
January - June 2020

e Continuation of existing Programs in Teach-
out Mode (End June 2020)

* Design, development and promotion of
Career Progression Courses for teachers
and school leaders

e Development of Master Classes Phase 2:
Additional two Master Classes for teachers
and four Master Classes for school leaders

e Commencement of Accreditation of
external PL providers, Certification of
external PL programs, and determination of
Recognition and Equivalency (Round 1) in
line with Liaison Office ACER Guidelines

Program Transition Phase 5:
July - December 2020

e Delivery of Career Progression Courses for
teachers and school leaders

e Delivery of TIP
e Delivery of Master Classes

e Promotion of Round 1 PL offered by
external providers

Program Transition Phase 6:
January 2021 - Onward

e Career Progression Programs, Master
Classes and TIP fully operational and
continuing

e Further program development as required

e Ongoing Accreditation of external PL
providers, Certification of external PL
programs and determination of Recognition
and Equivalency in line with Liaison Office
ACER Guidelines

See Table 6-2 at the end of the chapter for the
summary of the proposed Program Transition Plan.

6.2.3 ICT System Transition Phase
(March 2019 — December 2020)

The Program Transition Phase detailed here occurs
contemporaneously with the Organization and
Program Transition Plans outlined in Table 6-1 and
Table 6-2, respectively. The ICT System Transition
Plan comprises Planning, Construction, Testing, Data
Collection and Implementation Phases. Each phase
involves reporting to the Transition Team, or the
Dean, through detailed reports that outline activities,
accomplishments, challenges, resolutions and, where
applicable, recommendations.

ICT Transition Phase 1: April — June 2019:

Planning for Learning Management System
(LMS): Clearinghouse and Education Management
Information System (EMIS), Report 1

ICT Transition Phase 2: July - December 2019:

Construction of Learning Management System
(LMS): Clearinghouse and Education Management
Information System (EMIS), Report 2

ICT Transition Phase 3: January - June 2020:

Testing of Learning Management System (LMS):
Clearinghouse  and ~ Education ~ Management
Information System (EMIS), Report 3

ICT Transition Phase 4: July - December 2020:

Planning for the collection and input of LMS and
EMIS participation and achievement data, Report 4

ICT Transition Phase 5: December 2020:
LMS and EMIS fully operational, Report 5

See Table 6-3 at the end of the chapter for the
summary of the proposed ICT System Transition Plan.
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Table 6-1: Summary of Organization Pre-Transition Phase
and Proposed Transition Plan

2019 2020

TRANSITION PLAN
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(44114

uer
ga4
Jel
1dy
Repy
unp
Inp
bny
dag
190
AON
23Q
uep
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unp
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Pre-Transition Phase

Approval of the study on NEAP
Transformation (Full Report)

Constitution of the Transition Team/
Group

Job descriptions written and compiled
for Central Office and Regional X
positions

Internal Equity Analysis done versus
comparable positions

Presentation of Report by the Task
Force to the Secretary and/or Execom/ X
Mancom of DepEd

DepEd Order on NEAP Transformation

Preparation for DBM Meetings

Creation of a Transition Team/Group

>x< | > | >x| x>

Transition Phase

Identification of Office Space

X[ [ X | x| >x|x
>
>
>
>
>
>
>

Budget for entire NEAP for 2020 X

Meeting and Q&A with current NEAP
CO Personnel

Presentations to HRDD and NEAP-R X[ X

Preparation of Materials for
Recruitment

Announcement of Vacant Positions X[ X | X[ X|X|[X|X]|X

Discussions with DBM on
Plantilla Allocation

Recruitment, hiring, and placement

- Formation and Training of
Recruitment Task Force (RTF) — CO/
RO

Job Matching Exercise for Current
NEAP Staff

Sourcing of Candidates (Internal and
External) X x| x| x x| x[x{x|[x|x|x|x|x|x|x|x|[x[x|[x|[x|x]|x]x
Positioning of NEAP Staff
Analysis of unfilled items which
can be used to fill up NEAP vacant
positions

Recruitment of at least 33% NEAP
€0 and 33% NEAP RO staff
Training and Orientation for new
incumbents

Meetings with Stakeholders X

Press release on NEAP Transformation

Designation (or possible secondment
from state universities) of senior X[ X | X|[X]|X
leaders of NEAP

Fact sheets, tarpaulins, banners, and
standees

Start of new office set-up X

Hiring of balance of staff X[ X | X[X|X[X|X|X[X|X[X|X[X]|X

Operationalization of the
Transformed NEAP

Full Staffing Complement X

Final Report




REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

Table 6-2: Summary of Proposed Program Transition Plan

2019 2020

1202

TRANSITION PLAN
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e
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Formation of Liaison Office
Accreditation, Certification & X | x
Equivalency Recognition Team (LOT
ACER)

Continuation of current programs in
teach-out mode (end June 2020) XX X X X |X X XX XX/ XX XX

LOT ACER Discussion Paper X

Planning and Preparation of Master
Classes Phase 1 XX (XX

Announcement of Program Courses
(2019-2020) and scoping of required X
PL development teams

Promotion of and enrolment in Master X | x
Classes Phase 1

Preparation of TIP syllabus and
resources X | XXX

Delivery Master Classes Phase 1 X [X [X

Finalization of Liaison Office ACER X
Guidelines

Design, development and promotion
of Career Progression Courses for X | X [X |X|[X|X
teachers and school leaders

Design, development and promotion of
Master Classes Phase 2 X [X[X|[X|X|X

Preparation of syllabi, resources
and schedule for Career Progression

programs for teachers and school XX (X (X X X XXX X X | X|X
leaders

Regional-level TIP orientation for
principals, LAC leaders, Master X | X [X|X
teachers and other relevant personnel

Commencement of Accreditation of
external PL providers, Certification
of external PL Programs, and X [X [X | X
determination of Recognition and
Equivalency (Round 1)

Preparation of syllabi, resources and
schedule for at least 6 Master Classes XX | X |X|X|X|X
Phase 2

Roll-out of new TIP X [X|X [X|X X

Roll-out of Career Progression
Programs for teachers and school X[X | X |[X |X X
leaders

Promotion of Round 1 Certified
Programs offered by external providers XX | X|X

Full Operations, including delivery of
Career Progression Programs and
master classes, ongoing Accreditation X
of external providers and Accredited
Programs
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Table 6-3: Summary of Proposed ICT System Transition Plan

2019 2020
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Phase 1: Planning for LMS:
Clearinghouse and EMIS data X|X|X
collection system, Report 1

Phase 2: Construction of LMS:
Clearinghouse and EMIS, X
Report 2

Phase 3: Testing of LMS:

Clearinghouse and EMIS, XXX |X|[X|X
Report 3

Phase 4: LMS & EMIS:
Planning for collection and

input of PL participation and XX | X XX
achievement data, Report 4

Phase 5: LMS & EMIS fully X
operational, Report 5

Commencement of LMS and
EMIS PL Participation and X
achievement data collection
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TRANSFORMED NEAP will be the primary Learning and Develop-
ment (L&D) arm of DepEd managing the following systems and related
programs: Philippine Professional Standards for (i) Teachers, (i) School

Heads, and (iii) Supervisors.

5.1 The Task Force recommends that the NEAP transformation be phased and budgeted

over a three-year transition period.

7.1  The Long View

A transformed NEAP will be responsible for the
following:

1. orchestrating L&D for teachers and school
leaders engaging a wide array of COEs,
CODs and accredited TEls to deliver
L&D courses for different education
stakeholders at the regional and divisional
levels;

2. pursuing a partnership strategy with
ecosystem partners to undertake the
design, development, organization, delivery
and certification of L&D programs either
directly or through partner-organizations
and other education institutions; and

3. taking charge of programming L&D funds
and resources within DepEd whether these
are (a) delivered by NEAP; (b) downloaded
to a Division; or (c) contracted to a third-
party accredited service provider. This
means NEAP is responsible for monitoring
and undertaking initial evaluation of L&D
funds usage.

In the short term (2019), responsibility for budget
planning and spending for L&D would be shared by
NEAP and the different bureaus. Starting 2020, the
DepEd L&D budget (HRTD) will be under the control
of NEAP

Under the planned transformation, NEAP-RO staff
will be administratively reporting to a respective
Regional Director but will be technically supervised
(i.e., subject to the standards set) by NEAP.

In every region, NEAP should identify the following
to form key elements for its regional ecosystem of
L&D:

e RELC (as a facility);

e COEs and CODs as identified by CHED
(with L&D/training facilities, if any) as L&D
partners;

e TEls accredited by DepEd (with L&D/
training facilities, if any) as L&D partners;

e Hotels, resorts, convention centers (facilities
only) as training sites; and

e Private or public schools with adequate
training facilities as training venues.

Venues for L&D/training purposes would be
outsourced to other academic institutions, hotels and
training institutions within a region, outside of where a
RELC is located. This is to save on maintaining multiple
training facilities other than the RELC in each region.

7 This is a practice used by matrix organizations in other industries. For budget and planning purposes,
the funds required to operate NEAP-CO and NEAP-R will be reported as one (i.e. NEAP).
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7.2 Budget Items
to be Programmed

The total Budget for a fully transformed NEAP
should include the following budget items that
will constitute the financial amount that should be
allocated and programmed to operate NEAP as a
functioning entity:

1. Personnel Services (PS)
e NEAP-CO

e NEAP-RO (funds downloaded to the
respective RO via the Direct Funds
Release mechanism)

2. Maintenance and Other Operating
Expenses (MOOE - office management
only)

e NEAP-CO

e NEAP-RO (funds downloaded to the
respective RO via the Direct Funds
Release mechanism)

3. Capital Outlay (CO) to outfit NEAP-CO and
NEAP-RO adequately

e NEAP-CO

e NEAP-RO (funds downloaded to the
respective RO via the Direct Funds
Release mechanism)

The Budget for NEAP will only cover NEAP-CO
and NEAP-RO and their activities at these levels. The
funds to support L&D/T&D at the division level will be
part of each schools division budget under HRDD.

L&D funds intended for teachers and other
education stakeholders who are the target public of
the NEAP program are under a separate budget item
called Human Resources Training & Development
(HRTD). This can be overseen and programmed by
NEAP, but is separate from the NEAP budget.

RECOMMENDATION 5

7.3 Cost Effectiveness Calculation

How much should it cost to deliver L&D services
provided by NEAP to the entire DepEd intended L&D
audience? Or, stated another way, how much would
the NEAP multiplier be in terms of the amount of L&D
service benefit delivered to beneficiaries (i.e., the value
of L&D delivered) for every Peso spent as operating
cost (overhead) to run the NEAP organization in a
given year?

For purposes of monitoring and evaluation, cost-
effectiveness should be measured by the following
formula (the L&D multiplier):

HRTD total spend divided by NEAP
operating budget = NEAP multiplier*

*The amount of L&D generated and delivered to
L&D recipients for every Peso of NEAP operating
budget allocated.

7.4 Budget Phasing

The transformation of NEAP can be phased and
budgeted over a three-year transition period as
follows:

7.41 2019 - Set-up phase

e Documentation and approval of new
plantilla items with DBM

e Detailed vetting of internal staff in DepEd
interested in NEAP positions

e Transfer of internal staff

e |dentification of needed infrastructure and
new office space

*  Planning of new office set-up
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7.4.2 2020 - Scheduled hiring of new
NEAP personnel

January — March 2020: Initial hiring of new plantilla
positions:

NEAP-CO
2020 - 33.33% PS
2021 - 33.33% PS
2022 - 33.33% PS

NEAP-RO
2020 - 33.33% PS
2021 - 33.33% PS
2022 - 33.33% PS

e Budget for entire NEAP for 2020 to be
submitted by March 2019

7.4.3 2022 onwards - Full operation

From 2022, NEAP is expected to be fully
operational.

7.5 Space Allocation

NEAP-CO will be set up in the DepEd compound
or proximate to it. Two options are proposed for final
deliberation. Also, facilities in Baguio would provide
an extension or satellite office. There are also facilities
in the regions.

7.5.1 Option 1: Within the DepEd
compound

Within the DepEd compound, space for a large unit
is limited. The only existing spaces available are the
following:

(i) Renovation of Dormitory D (former EDPITAF
Building)® or

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

(ii) Tearing down the dilapidated structure
(Dormitory D) and constructing a new
building.

The structural soundness of Dormitory D s still to
be determined by an independent consultant who will
determine if the building is structurally sound and can
or cannot be renovated to hold the anticipated load
and traffic. The dilapidated structure definitely needs
the complete dismantling of the decrepit structure
and a totally new construction.

7.5.2 Option 2: Outside the DepEd
compound but within Metro Manila

Possible sites exist outside of the DepEd compound
but within Metro Manila, however the construction
of a new building would be required. Further study
would be required.

7.5.3 Additional National NEAP Facility:
NEAP Teachers’ Camp (Baguio City)

DepEd will refurbish the NEAP Training Facility in
Teachers' Camp in Baguio City to serve as a national
L&D site for the entire Department and its different
partner organizations.

7.5.4 Regional Education Learning Center

In every region, there should be a RELC that is either
(@) adjacent to the regional office, or (b) centrally-
located within the region.

The RELCs will remain under management by
Regions, but shall be made available with appropriate
revenue fees for training activities of NEAP.

The list of current RELCs — of varying degrees of
fitness and/or disrepair — are in Table 7-1.

8 Arough estimate to refurbish/renovate Dormitory D (formerly EDPITAF) in the DepED compound to be used as the NEAP-CO base:

* Four floors (200 square meters per floor).
Walk-up.

L]
* Subject to renovation (For further study: Estimate of 40,000/square meter = PhP 32.0 Million).
L]

Space allocation would be strictly for office use only.
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Table 7-1: List of Current RELCs

REGION

ADDRESS

1 - ILOCOS

San Fernando, La Union

2 - CAGAYAN VALLEY

Regional Government Center, Carig Sur, Tuguegarao City, 2500

3 - CENTRALLUZON

Pulungbulu Angeles City Pampanga

4A - CALABARZON

Malvar, Batangas

48 - MIMAROPA

Puerto Galera, Oriental Mindoro

5 - BICOL

Legazpi City, Albay

NCR #15 Cepeda St. Concepcion Uno, Marikina City

6 - WESTERN VISAYAS

Deped RO VI, Duran St., lloilo City

7 — CENTRAL VISAYAS

Sudlon, Lahug, Cebu City

8 — EASTERN VISAYAS

Government Center, Candahug, Palo, Leyte

9 - ZAMBOANGA PENINSULA

RELC, Cabatangan, Zamboanga City And NEAP-R, RO IX Compound,
Airport Road, Tiguma, Pagadian City

10 - NORTHERN MINDANAO

NEAP - Lapasan, Cagayan de Oro City

11— DAVAO

NEAP-LDC RO XI, E. Quirino Avenue, Davao City

12 - SOCSKSARGEN

Quirino Avenue, Brgy. Dadiangan East, General Santos City

CAR (same as Baguio Teachers’ Camp)

CARAGA Butuan City

BAGUIO (NEAP-CO)

Baguio Teachers’ Camp, Baguio City

An initial budget of PhP 10.0 Million per RELC can
be programmed for 2020 to upgrade each facility.
Teachers' Camp in Baguio City will need a larger study
to determine how much more renovation needs to be
done on that facility.

7.6 Cost to Set Up and
Operationalize NEAP

The NEAP budget is to be divided into three parts.
These are: Operating (PS, MOOE) for NEAP-CO and
NEAP-RO; Training/L&D program costs; and Capital
Outlay. Each of these is discussed briefly below.

7.6.1 Operating (PS, MOOE) for NEAP-CO
and NEAP-RO

The costs for running the offices, organization,
including PS, MOOE for overhead, Budget and
planning assumptions are:

()  For NEAP-CO in 2019, the base PS would
be the same as in 2018 but based on
current salary grades and rates.

(if)

(iif)

(iv)

NEAP-RO, the design study assumes that
all positions would be new and would
have to be created and funded with new
appropriations.

For 2020, a budget to cover all planned
positions (new staff hiring) for both NEAP-
CO and NEAP-RO will be proposed and
submitted in 2019, subject to DBM and
CSC action. Priority hiring would be for
leadership and team head positions.

MOOE is calculated as equivalent to 40%
of total PS for the stated year.

7.6.2 Training/L&D program costs

L&D program funds are sourced from the DepEd

annual appropriations. In 2019, the L&D budget is set
at around P1.7 Billion and is still spread out among
the different Bureaus and Centers of DepEd. Starting
in 2020, L&D will be managed more strategically by
NEAP. L&D costs are divided into three main cost
items:

Faculty costs

o Starting in 2020, NEAP will contract
part-time faculty from leading
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Philippine universities and colleges
(COEs, CODs) to serve for limited
periods of time (i.e., a semester or
academic year). Payment for these
services will be funded by NEAP
MOOE funds.

*  Training/L&D costs

o L&D funds are short-term training funds
made available to teachers and other
DepEd personnel; to be sourced from
the Department’s HRTD Fund.

e Scholarships

o Longer term funds that allow teachers
and other DepEd personnel the
opportunity to study for a formal
degree at some academic institution
whether local or foreign.

7.6.3 Capital Outlay

Capital outlay can only be determined once a
site for NEAP-CO is determined. Some planning
assumptions include:

(i) NEAP-CO capital outlay will depend on
the final determination based on whether
DepEd will build, renovate or rent a new
office.

(ii) Capital Outlay (infrastructure) will depend
on what type of construction is required
for a new NEAP office (subject to design
concepts).

(i) A detailed assessment of the condition of
NEAP-Teachers' Camp needs to be done
to determine if major investment in capital
outlay needs to be done.

(iv) For each RELC, an initial fund of P10
Million per RELC should be budgeted for
2020 to provide funds for an upgrading of
equipment and facilities.

(v) Capital outlay for equipment will have to
be determined based on the following
parameters (to be determined):

e Number of computer stations or
laptops

® Internet connectivity

REPORT OF THE TASK FORCE ON NEAP TRANSFORMATION

e Telecommunications

e Audio-visual equipment
* Meeting rooms

e Work station furniture

e Conference rooms

* Meeting rooms

e Lighting and sound

e Comfort rooms

e Janitorial stations

e Utility room(s)

e Elevator

e PWD ramps and access

* Motor pool vehicles
7.7 Budget Calculations

The Personnel Services budget for all identified
positions in NEAP include 217 (26 existing + 191
created positions) in NEAP-CO and 18 in each NEAP-
RO (x 16 regions = 288 positions).

Two funding scenarios are proposed in this design
study:

Scenario 1: DepEd will utilize a portion of
its budget in 2019 to fund 50% of its new
staffing requirements (both NEAP-CO and
NEAP-RO) with the balance to be funded
in 2020.

Scenario 2: DepEd will fund the NEAP
expansion in 2020 with no expansion
planned in 2019.

NOTE: The determination of which funding
scenario to pursue will depend on the approval of the
Office of the President and Department of Budget &
Management as requested by the DepEd Secretary.

ltemized, progressive personnel services budgets
for NEAP-CO and NEAP-RO are presented in Annexes
1 and 2, respectively.

MOOE is calculated at 40% of PS in a given year
subject to review in the future based on historical
spending and audit.

No calculation for capital outlay (CO) for NEAP-
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RECOMMENDATION 5

CO is calculated until a more definite direction is 7.8 NEAP Budget Planner

set by DepEd Management. For each NEAP-RO, a (2020 - 2022)

P10 -million renovation fund will be planned in 2020. i )
The summary of the Personnel Services Budget is

Note: Worksheets 1'NEAP'CO .PS and Worksheets based on the staffing that will be phased over three
2-NEAP-RO PS that contain detailed total costs can budget years as shown in Table 7-2 and Table 7-3.
be found in the Annex.

Table 7-2: Personnel Services Budget for NEAP-CO

NEAP-CO 2020 2021 | 2022
Salary
SALARY (2021) + SALARY (2022) +
FULL SALARY (2020) = FULL SALARY (2020 and 2021) =
18,432,264 51,822,354 80 782,254
Benefits
BENEFITS (2021) + BENEFITS (2022) +
FULL BENEFITS (2020) = FULL BENEFITS (2020 and 2021) =
7,346,578.04 20,688,645.40 32,275,668.28
Total 25,778,842 72,510,999 113,057,922
Table 7-3: Personnel Services Budget for NEAP-RO
NEAP-RO 2020 2021 2022
Salary
SALARY (2021) + SALARY (2022) +
FULL SALARY (2020) = FULL SALARY (2020 and 2021) =
1,617,138 4,672,974 704,822
Benefits
BENEFITS (2021) + BENEFITS (2022) +
FULL BENEFITS (2020) = | FULL BENEFITS (2020 and 2021) =
700,927.56 1,958,305.76 2,940,315.22
Total 2,318,066 6,631,280 10,045,137
(across 16 regions) 37,089,048.96 106,100,476.2 160,722,195.5
NEAP-CO + -RO 62,867,891 178,611,476 273,780,118
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ANNEXES

ANNEX 2. NEAP-RO PERSONNEL SERVICES BUDGET

#OF SALARY
POSITION POSITIONS | GRADE OFFICE/DIVISION Number 2020 2021 2022 ANNUALLY
Director Il 1 26 0DIR 1 1 1,289,328
Supervising Education 2 22 Program Development 1 1 783,828
Program Specialist and Delivery Unit (1)
Liaison and Evaluation 1 1 783,828
Unit (1)
Senior Education 3 19 Program Development 2 1 1 543,228
Program Specialist and Delivery Unit (2)
Liaison and Evaluation 1 1 543,228
Unit (1)
Education Program 6 16 Program Development 4 1 3 403,008
Specialist Il and Delivery Unit (4)
Liaison and Evaluation 2 1 1 403,008
Unit (2)
Administrative Assistant Il 3 8 ODIR (1) 1 1 201,096
Program Development 1 1 201,096
and Delivery Unit (1)
Liaison and Evaluation 1 1 201,096
Unit (1)
Dormitory Manager Il 1 9 RELC (1) 1 1 215,700
Administrative Assistant llI 1 9 RELC (1) 1 1 215,700
Administrative Aide IV 1 4 RELC (1) 1 1 158,568
TOTAL 18 6 6 6
Annex 2.1 Continuation (NEAP-RO Personnel Services Budget)
Monthly
OFFICE/DIVISION Monthly | pegp RATA | Philhealth | ECIP/
Salary .
Pag-Ibig
ODIR 107,444.00 2,000.00 16,000.00 550.00 100.00
Program Development and Delivery Unit (1) 65,319.00 2,000.00 550.00 100.00
Liaison and Evaluation Unit (1) 65,319.00 2,000.00 550.00 100.00
Program Development and Delivery Unit (2) 45,269.00 2,000.00 550.00 100.00
Liaison and Evaluation Unit (1) 45,269.00 2,000.00 550.00 100.00
Program Development and Delivery Unit (4) 33,584.00 2,000.00 461.78 100.00
Liaison and Evaluation Unit (2) 33,584.00 2,000.00 461.78 100.00
ODIR (1) 16,758.00 2,000.00 230.42 100.00
Program Development and Delivery Unit (1) 16,758.00 2,000.00 230.42 100.00
Liaison and Evaluation Unit (1) 16,758.00 2,000.00 230.42 100.00
RELC (1) 17,975.00 2,000.00 24716 100.00
RELC (1) 17,975.00 2,000.00 24716 100.00
RELC (1) 13,214.00 2,000.00 181.69 100.00
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EXECUTIVE SUMMARY
AND RECOMMENDATIONS

This report responds to a request from Secretary
Leonor M. Briones of the Department of Education
(DepEd) that priority be given to a study focused on
the transformation of the National Educators Academy
of the Philippines (NEAP), thereby strengthening
professional development provision to better support
K to 12 initiatives, and the opportunities arising from
the Philippine Professional Standards for Teachers
(PPST) to enhance the system-wide quality of
professional practice in education.

The study has been funded through the Australian
Aid-sponsored Basic Education Sector Transformation
(BEST) program. The research and the writing of this
report have been undertaken by staff at the SIMERR
National Research Centre (SIMERR) based at the
University of New England, Australia and staff at
the Philippine National Research Center for Teacher
Quality (RCTQ) based at the Philippine Normal
University.

Background

Faced with a significant expansion of schooling
provision in the mid 1980s, Letter of Instructions No.
1487, which set out a plan to revitalize professional
learning, was issued on 10th December 1985. The
Letter of Instructions set out a number of structures to
support professional learning. These included:

* a National Education Learning Center
(NELC);

* aRegional Education Learning Center
(RELC) in each Region/sub-Region; and

* decentralized Learning Resource Centers at
Division, District and School Levels.

Subsequent Executive and Administrative Orders
issued over time resulted in the NELC and RELCs being
reconstituted as the ‘National Educators Academy of
the Philippines’ (NEAP) and the ‘National Educators
Academy of the Philippines in the Region’ (NEAP-R),
respectively.

The modifications that have occurred to NEAP
over time have been both additive and subtractive,
with responsibilities and functions being increased
to address perceived needs, and then decreased
as the required upscaling and funding of NEAP to
address these responsibilities failed to materialize.

The structure, role and effectiveness of NEAP in
supporting the planning, development and delivery
of professional development across DepEd are the
subject of this study and report.

The study involves the development of a policy-
level concept report focused on transforming the
National Educators Academy of the Philippines
(NEAP). In this report, ‘"NEAP’ refers to the complete,
tiered organization, ‘NEAP-CO' refers to NEAP
Central Office, and NEAP-RO refers to NEAP in
the Regional Office, and NEAP-R refers to NEAP in
the Regions generally, including Regional Training
Centers where applicable.

Current Context

Currently, NEAP’s central office and regional
components are perceived to be loosely linked
operational arms of DepEd's central and regional
offices. While the central and regional arms of NEAP
are related by their common purpose, NEAP-CO is
responsible only for the standard of professional
development programs provided by NEAP-RO.
Regional Directors are responsible for the operation
or outcomes of NEAP-RO.

Primary responsibility within Central Office for
development and delivery of professional deve-
lopment programs to support the implementation
of K to 12 initiatives was vested in Curriculum and
Instruction Bureaus and other operational units.
Notwithstanding the significant professional deve-
lopment needed to implement K to 12, NEAP-CO's
current role has been limited to development of the
Learning and Development (L&D) and the Quality
Assurance, Technical Assistance, Monitoring and
Evaluation (QATAME) systems, oversight of Human
Resource Training and Development (HRTD) funds,
and the development and delivery of leadership
development programs (see Figure ES-1).

Given that K to 12 is now in place, the focus of
professional development is shifting. The evolving
focus is on the development and delivery of programs
that address the competencies needed by staff
members to fulfil their roles.

At the regional level, HRD Divisions that are
responsible for fulfilling NEAP-R's role have been
primarily engaged with Leadership Development
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programs, with CLM Divisions in each Region have
been mainly responsible for supporting K to 12
programs. Despite NEAP-RO's role and referencing
in legislation and Departmental orders, NEAP-RO is
not always explicitly acknowledged within the HRDD
units that have responsibility for them. For most
regional and division stakeholders, the name NEAP is
synonymous with the Regional Training Centers.

The investigation of similar academies and bodies,
reported in Chapter 5, identified a range of factors
that differentiate organizations with responsibility
for professional development within their respective
jurisdictions. These factors include scale, structural
relationships, governance and advisory arrangements,
client base, functions, program forms and funding
source. These provide a context for the discussion of
options for transforming NEAP.

In August 11, 2017, by the decision of Secretary of
DepEd, Leonor M. Briones, the national adoption and

implementation of the PPST was signed into policy
through DepEd Order No. 42, series of 2017.

The policy notes that PPST aims to:

* setout clear expectations of teachers
along well-defined career stages of
professional development from beginning
to distinguished practice;

* engage teachers to actively embrace a
continuing effort in attaining proficiency;
and

e apply a uniform measure to assess teacher
performance; identify needs, and provide
support for professional development.
(Section 4, p. 1)

The DepEd Order also states:

The PPST shall be used as a basis for all learning
and development programs for teachers to ensure
that teachers are properly equipped to effectively
implement the K to 12 Program. It can also be used
for the selection and promotion of teachers. All
performance appraisals for teachers shall be based
on this set of standards. (Section 5, p. 1)

In addition, it is timely that work has commenced
to revise and update the current Training and

Development (T&D) System. The new system is to be
called the Learning and Development (L&D) System
to differentiate from past/current policy. The move
from the use of ‘Training’ to ‘Learning’ is important
as it implies a change in thinking as it expands and
shifts the focus of professional learning from giving
information to providing an environment to acquire
information at different levels using different learning
modalities.

Research Study

The study is designed to:

e establish a baseline position upon which
future policy actions can be built;

® include consideration of the institutional
and organizational requirements of NEAP;

e provide advice on issues associated
with the diversity of Philippine teachers,
learning contexts and modes to determine
requirements of an inclusive professional
development model;

® scope out a small number of models that
could be relevant to the Philippines;

® |ocate the models within international
contexts in two other countries to identify
standards and practices which equate to
effective professional learning; and

e offer advice on how NEAP might better
articulate a consistent vision of professional
learning within DepEd and possibly more
widely involving other school systems and
CHED (Commission on Higher Education)
through Teacher Education Institutions
(TEN.

A qualitative approach was employed. This
approach enriched and elaborated understandings
from which to envision and compare options
defensibly for the enhancement of NEAP in the future.
The methods applied included document analysis,
semi-structured interviews, focus group discussions,
and risk analysis.

An extensive review and analysis of official
documents was conducted in order to trace the
development of NEAP from the creation of its
predecessor in 1985 to the present. This review
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involved a chronology and a thematic analysis of the
official documents.

Semi-structured interviews and focus group
discussions were conducted with key personnel, at a
number of levels, in the:

e Department of Education (DepEd),
Philippines;

e Philippine Judicial Academy (PHILJA),
Philippines;

e Development Academy of the Philippines
(DAP);

* Ateneo de Manila, Philippines;

e Office of the Education Council (OEC),
Thailand; and

*  Ministry of Education (MOE), Malaysia.

Importantly for DepEd personnel, extensive semi-
structured interviews and focus group discussions
were undertaken about the present-day context of
NEAP. In particular, data were collected on:

e how current professional development is
operationalized;

* how funding bids, used as a proxy for
professional learning activity, determine
which units within the Central Office of
DepkEd are involved in the development
and delivery of professional development;

e the plantilla and current functions of NEAP
and NEAP-R; and

e the relationship between the functions
of Central Office units described in the
Compendium of DepEd Office Functions
and Job Descriptions, and current
professional development activities.

Synthesis and analysis of the information collected
through  document analyses,  semi-structured
interviews and focus group discussions enabled the
identification of options and construction of models
for the future organizational position, structure,
mandate and functions of NEAP.

Risk analysis was applied to each of the models.
Four categories of 'Risk’ were identified in this
analysis: Organizational Risk; Internal Capacity Risk;
Political Risk; and Financial Risk. Relevant variables
were identified and used as decision-making criteria
to enable valid comparison of the models, which

enabled defensible recommendations to be proposed
in order to develop policy to guide and monitor
progress towards the future enhancement of NEAP.

Findings

It is proposed that the transformed NEAP should
take charge of the overall responsibility for the
design, development and delivery of professional
development for teachers, school leaders, and
other teaching-related personnel. In addition, NEAP
should maintain training standards and the quality of
training delivery.

The only other unit responsible for training in
DepEd should be BHROD which should continue
to assume responsibility for non-teaching-related
personnel (budget officers, accountants, procurement
officers, etc). BHROD should also continue to assume
responsibility for initiatives linked to the Results-based
Performance Management System (RPMS).

Three possible governance structures of a
revitalized, transformed NEAP were analyzed by the
study team:

1. anindependent agency created by law;
2. anagency attached to the DepEd; and

3. an office organic to DepEd (such as a
Professional Development Bureau).

There was little support for the first option,
reconfiguring NEAP as a 'detached’ or independent
agency from DepEd, even though this option would
clarify responsibility for professional development
within DepEd. It was determined that setting up an
independent agency requiring a law would be the most
difficult to attain and most unlikely to be supported
both within the bureaucracy and by Congress.

The third option was favored by some stakeholders
onthe grounds thatthe current arrangements facilitate
close collaboration with NEAP in the development of
professional development programs. This viewpoint is
predicated on continuation of the current professional
development programs and delivery models.

As a balance to these views, the majority of
respondents reported that the current arrangements
were inadequate, particularly at the regional level
where HRDDs and CLMDs are being overloaded
with requirements to implement centrally-developed
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training programs from multiple Bureaus and NEAP-
CO. This was reported to diminish their capacity to
address specific regional needs and achieve their own
KRAs.

The large majority of stakeholders supported the
second option. This favored an attached agency that
had a direct line of responsibility to the Secretary of
DepEd.

The FGDs also revealed a common view on NEAP-
ROs. These offices should be set up in every region
and complement those at NEAP-CO. The proposed
organisational structure in addition to the one
provided in DO 111, s. 2009, p. 10, offers an important
basis upon which planning of NEAP-CO and NEAP-
ROs could be based (see Figure ES-2, Figure ES-3).

The findings have been summarised in the full list of
Recommendations below. These Recommendations
have been grouped under 12 areas: Structural
Relationships; Leadership; Governance; Scale and
Staffing; Program Development and Delivery; Quality
Assurance; Career Development; Teacher Agency;
Professional Development Planning; Professional
Learning and Higher Education; Professional
Regulation Commission; Implementation.

Conclusion

This Report proposes a system to support NEAP
in executing its function as the principal agency for
the professional development of teachers, school
leaders and other teaching-related personnel in the
Philippines.

The proposed integrated system will enable NEAP
to strengthen schooling at a national level. The role
of NEAP will be informed by empirical evidence
concerning the professional learning needs of
teachers in government schools in the Philippines.

A significant indicator of whether the reforms will
be accepted and implemented will be in the move to
make NEAP an attached agency. The enhanced status
of the transformed NEAP as an attached agency
should give it the gravitas necessary to succeed.

The most critical factor in the successful
transformation of NEAP is DepEd Leadership. For
this needed reform to be implemented successfully,
and the many benefits it offers to teacher quality
enhancement and improved  student-learning
outcomes to be realized, it needs to have the full
backing of the DepEd leadership at the national and
regional levels. Without this, the reform will have no
champion.
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Full Recommendations
Structural Relationships (Rec 1 — Rec 5)

o

Recommendation 1

It is recommended that NEAP be re-constituted as an attached agency within DepEd
with a direct line of management to the Secretary. The various components of NEAP
(NEAP-CO, NEAP-RO), a presence at the Division level, and the regional training

facilities, should have clear reporting lines by being unified in a vertically-integrated
organization. (Figure ES-2)

Recommendation 2

It is recommended that Regional NEAP Offices (NEAP-RO) be established in all Regions
and that NEAP-RO should be physically separated from and staffed independently of
HRDD (Figure ES-3). NEAP-RO personnel would report to the Regional Director and

coordinate with the Director - NEAP in Regions, at NEAP-CO, who, in turn, would report
to the Head of NEAP-CO.

Recommendation 3

It is recommended that NEAP have the capacity to undertake and foster research to
support its activities, and to increase research-based knowledge and practice, both

within NEAP and more widely across personnel from Central Office, Regions, Divisions,
Districts and schools.

Recommendation 4

It is recommended that the structure of NEAP-CO could involve seven Offices (Figure
ES-2). These are:

Office of the Dean/Chief Executive Officer, which concerns Executive Support and Policy
Formation, and acts as the secretariat for an Executive Board and the Advisory Council.

NEAP in the Regions Office, which ensures a two-way flow of information policy to
and from NEAP-CO and NEAP-RO concerning all aspects of NEAP’s work such as the

design, development and delivery aspects of NEAP programs as well as NEAP staff
development.

The following Offices comprise two Divisions each.

Education Programs Office, which comprises two Divisions: (i) Career Progression Division
focused on Teacher Induction, Career Stage development - at Proficient Teacher, Highly
Proficient Teacher, and Distinguished Teacher, Professional Development of Executives
and Other Instructional Personnel; and (i) Focus Programs Division, which addresses,
for example, Subject Areas Content and Pedagogy, Gender and Development, Learner
Diversity, and Alternative Learning System.

Program Delivery Office, which comprises two Divisions: (i) Online and Materials Division,
focused on Online programs, Distance Education Programs, Clearinghouse, Material

Development; and (i) Training Division focused on Coaching, Mentoring, Training of
Trainers.

J
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Leadership and Governance

Recommendation 6
It is recommended that:

a. arole title of ‘Dean’ (or equivalent) with the rank of an Assistant Secretary be used
for the head of NEAP-CO, suggesting an academic, data-informed, research-driven
basis guiding the directions and developments of NEAP's mission, purpose and
deliverables; and

b. the Heads of NEAP-ROs be at the level of Chief.

Recommendation 7

It is recommended that the Research Division be led by a Director/Chair of Research to
be occupied successively by accomplished TEI researchers on fixed-term appointments.
Responsibilities of the Director/Chair of Research should include:

a. conducting and publishing research on NEAP programs and international best
practice in professional development; and

b. strengthening the research capacity of other personnel in the Research Division of
NEAP and more widely.

Recommendation 8

It is recommended that the governance arrangement for NEAP should comprise a two-
tiered structure: (i) a small Executive Board; and (i) a representative Advisory Council. It is
also recommended that the following responsibilities and personnel would be associated
within this structure.

An Executive Board responsible for Governance

Responsibilities
a. to provide strategic policy and planning;
b. to undertake financial and risk management; and

c. tomeeton a quarterly basis.

Membership (high-level strategic membership) to include; for example:
Secretary of Education (Chair);

Undersecretary for Curriculum and Instruction;

a nominee of CHED;

a representative of the Professional Regulation Commission (PRC); and
a representative of the Department of Budget and Management (DBM).

. J
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A representative Advisory Council composed of 11-to-15 respected individuals in the field
of education

Responsibilities
a. to advise on NEAP's programs;
b. to meeton a quarterly basis; and
c. to report through the Dean to the Executive Board.

Membership (strategic) to include; for example, representatives of:
a. Central Office Bureaus (suggest 3), Regions and Divisions (suggest 2);

principals’ organizations and professional teaching organizations drawn from a list of
recognized organizations (suggest 3);

c. National Center for Teacher Education; Centers of Excellence, Centers of
Development, National Network of Normal Schools, ... (suggest 3); and

d. individuals with impeccable academic credentials and gravitas; academic leaders/
deans, individuals with international experience, former government officials (suggest
3).

Chief Executive Officer, with the title of Dean, or its equivalent, to be:
a. responsible for the day-to-day management and operations of NEAP;
b. executive officer of the Executive Board; and

c. chair of the Advisory Council.

~

Scale and Staffing

\_

Recommendation 9

It is recommended that a review of the staffing needs of NEAP-CO and Central Office
Bureaus be undertaken with a view to transferring positions to NEAP.

_/
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NEAP’s Role and Functions

Recommendation 10
[t is recommended that NEAP as a whole:

a. assume responsibility for the design, development and delivery of programs
supporting teachers and instructional personnel;

b. offer and manage tenders for the design, development and delivery of PD to TEls
and other training organizations;

c. establish policies and support materials to build the capacity of in-school mentors
and coaches, enhance peer observation skills and strengthen LACs;

d. enhance current leadership programs for RDs, superintendents, supervisors and
principals through linkages with DAP and business management schools;

e. offer some training programs that provide foundational pedagogical and content
knowledge and/or skills and others that provide advanced pedagogical and content
knowledge and/or skills;

. assume responsibility for awarding scholarships and study grants to enable higher-
level study and overseas study tours;

g. develop an online clearinghouse to improve access to professional development
programs; and

h. prioritize the development of its own staff both initially and in the longer term to
ensure the quality of the organization’s outputs.

Recommendation 11

It is recommended, as an interim arrangement, that NEAP’s functions include the quality
assurance of programs not offered by NEAP. In the case of programs delivered by
NEAP’s personnel, Quality Assurance should be undertaken by an independent agency.

Recommendation 12

It is recommended that NEAP assume full responsibility for the Teacher Induction
Program (TIP).

Recommendation 13

It is recommended that NEAP provide leadership in teachers’ career progression against
the Career Stages of the PPST in the design, development and delivery of a Career
Progression Program (CPP) of professional development. The program should address
professional development for:

a. newly hired teachers with 0-3 years of experience in public schools;

b. mandatory progression from Career Stage 1 (Beginning Teacher) to Career Stage 2
(Proficient Teacher); and

c. voluntary progression to Career Stage 3 (Highly Proficient Teacher) and Career Stage
4 (Distinguished Teacher).

. J
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Recommendation 14

It is recommended that NEAP maintain responsibility for ensuring DepEd’'s CPD
programs continue to comply with the PRC's accreditation requirements.

Recommendation 15

It is recommended that a transformed NEAP work closely with the PRC in helping
establish high-quality relevant guidelines consistent with Professional Standards. (Note:
Currently, for teachers these comprise the Philippine Professional Standards for Teachers
(PPST). New Professional Standards for school leaders are currently under development.)

. J

Teacher Agency
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Recommendation 16

It is recommended that NEAP should stress the centrality and importance of supporting
teacher agency in designing, planning and delivering professional learning, and teacher
agency should be evident in any future L&D plan and actions.

. J

Professional Development Planning

~

Recommendation 17

It is recommended that the Learning and Development (L&D) system needs to be
reconceptualized to promote attainment of the PPST explicitly through supporting
practices, such as in-school mentoring and coaching, peer observation, best practice
videos and work samples. It also needs to consider the development of individualized

professional development programs that can be delivered through online and distance-
learning modes.

Recommendation 18

It is recommended that the L&D system must set out a planning process and include
mechanisms for determining and addressing the demand for professional development
so as to add an alternative to addressing teacher needs by predominantly top-down
and supply-driven approaches. The proposed L&D system needs to determine also the
extent to which the processes are being implemented or followed.

. J
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Recommendation 19

It is recommended that consideration be given to broadening the range of data used
to determine professional development needs of teachers and school leaders. New
links need to be formed between the data collected by Bureaus such as the Bureau of
Human Resource and Organizational Development (BHROD) and Bureau of Education
Assessment (BEA), and research findings by research centers such as the Philippine

National Research Center for Teacher Quality (RCTQ) to help focus NEAP planning. This
involves:

a. for BHROD, the potential to collect significant organizational and individual
performance data from the use of RPMS that could be aggregated and analyzed for
professional development planning purposes. This should begin to occur in June/July
2018 with national data being collected from all teachers in the Philippines;

b. for BEA, the use of student outcome data as proxies, or direct indicators, to identify

systemic weaknesses and teachers’ development needs to help in the design of
targeted interventions;

c. forRCTQ, the application of the findings of the national randomized trial concerning
teacher subject knowledge in the Teacher Development Needs Study to help target

teacher development needs in English, Filipino, Mathematics and Science across the
country.

Recommendation 20

It is recommended that the role of HEIs in the professional development of DepEd staff
should be enhanced from current practice but closely monitored by NEAP staff in terms
of PD focus and relevance to the needs of DepEd as aligned to and support of the PPST.

Recommendation 21

It is recommended that NEAP partner with peak HEIs/TEls (examples include: National
Center for Teacher Education; Centers of Excellence; Centers of Development; and the
National Network of Normal Schools) in the development and delivery of professional
development programs. Strict guidelines and performance criteria for the development
and delivery of professional development programs should be formulated by NEAP.

Recommendation 22

It is recommended that professional development programs that provide advanced
knowledge and/or skills should be recognized as Continuing Professional Development
and some should be recognized, under certain strict conditions, as contributing to
Masters or Doctoral programs for teachers and school leaders. A working party should
be convened to investigate recognition of advanced training programs in Masters and
Doctoral programs. At minimum, the working party should determine:

a. the Higher Education Institutions that should be able to participate in program
development and delivery;

b. the programs that can be included;

the maximum amount of ‘credit’, or equivalency, that could be awarded to a portfolio
of training programs; and

d. how such arrangements can be explicitly linked to the Philippine Professional
Standards for Teachers, Principal Standards or Supervisor Standards.

J
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Implementation of a Transformed NEAP

~

Recommendation 23

It is recommended that the transformation of NEAP be championed though active and
participatory leadership by senior DepEd personnel at the national and regional levels.

Recommendation 24

It is recommended that the following actions be undertaken on acceptance of the
Recommendations. These actions are to establish:

1. an Implementation Task-Force. This body should be of a modest size (10 to 15
persons). In addition, there should be a small dedicated secretariat comprising
research team members and DepEd personnel seconded to the task. The purpose is
to produce a Detailed Design Phase Report to include determination of:

a. the scale of NEAP-CO and NEAP-RO, in terms of the number of dedicated staff;

b. the position titles and position levels of staff appointed to NEAP-CO and NEAP-
RO;

c. the role descriptions of the staff to be employed;

d. the nature of the impact, if any, of the staffing of NEAP on other DepEd Bureaus
or Regional Offices in terms of their staffing, structures and outcomes;

e. the funding needed and identification of where these funds might appropriately
be sourced;

f.  the location of NEAP-CO and an indication of establishment needs and
associated costs;

g. the location of NEAP-ROs and an indication of establishment needs and
associated costs;

h. acommunication strategy and plan; and

i.  other relevant outcomes.

2. aPre-Implementation Phase. Key outcomes would include:
a. drafting and dissemination of signed DepEd Order on NEAP Transformation;

b. advertising and recruiting senior positions as well as other staff to take up
positions in NEAP-CO and NEA-RO;

c. identifying the staffing positions within Bureaus and HRDD units to be most
appropriately located in NEAP-CO and NEAP-ROs;

establishing building and office space both centrally and in the Regions;
procuring furniture;
resourcing computers and IT infrastructure;

establishing IT, Finance and Administration Offices; and

@ ™o a

other relevant actions.

3. an Implementation Phase Time-line. This will guide the transformed NEAP to
be operational, in part, from April 2019 with full functioning established prior to
December 2020.

. J
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Director NEAP in Regions Regional Director

Chief Office of the
NEAP Region Chief

Program Development and Liaison and Evaluation Unit
Delivery Unit + Stakeholder Liaison
* Training methods o Internal stakeholders
o Coaching = Central Office
o Mentoring = Regions
o Training = Division
= Events coordination = Schools
o External Stakeholders

Local Government
Regional COEs and
CODs

* Needs Assessment

* M&E

Regional Service Training Centre

Figure ES-3: Organizational Chart — NEAP in Regions
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