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Effective secondary teacher management is critical for
achieving equitable, high-quality education in the Lao People’s
Democratic Republic (Lao PDR). This report identifies key
challenges and proposes data-informed strategies to address
the shortages, inefficient allocation and underutilisation of
teachers in Lao PDR.

Using national enrolment data, pedagogical group distribution
and statutory teaching time, the analysis estimates a demand
for 37,927 secondary teachers in 2024. The greatest needs
are in national language, mathematics, English and science.
However, current allocation patterns reveal inconsistencies
and inefficiencies, as only 50% of the required teaching hours
are being met in some districts, thereby highlighting the urgent
need toimprove teacher deployment and workload distribution.

This report presents a multi-level diagnosis framework that
covers dallocation consistency, equity and effectiveness,
together with teacher utilisation analysis at the national,
district and school levels. Case studies from Vientiane Province

demonstrate significant mismatches between actual teacher
numbers and classroom needs.

To address these gaps, the report recommends:

expanding lower secondary education with a focus on
foundational skills,

enhancing teacher training and professional development
through upgraded Teacher Training Colleges,

implementing targeted recruitment and incentives in rural
areas,

optimising resource use and improving data-driven
decision making, and

strengthening institutional capacity for human resource
planning and monitoring.

Ultimately, a comprehensive system-wide reform, anchored
in realistic projections, policy alignment and stakeholder
collaboration, is essential to ensure that every learner in Lao
PDR has access to qualified, motivated teachers.



INTRODUCTION: ADDRESSING CHALLENGES IN SECONDARY TEACHER

MANAGEMENT IN LAO PDR

The Lao People’s Democratic Republic (Lao PDR) is a landlocked
and mountainous country in Southeast Asia, covering a total
area of 236,800 square kilometres. It shares borders with
Cambodia, China, Myanmar, Thailand, and Vietnam (United
Nations, 2015). The geographic and socioeconomic conditions of
the country present distinct challenges to the effective delivery
to educational services, particularly in the management and
deployment of secondary-level teachers.

Globally, the management of secondary teachers has emerged
as a critical policy concern due to a range of interrelated
factors. The growing demand for secondary education, driven
by increased primary-to-secondary transitions, has imposed
significant financial pressure on the Lao PDR education system
and heightened the demand for qualified and competent
teachers. Additionally, an increasing emphasis is now placed
on aligning educational outcomes with labour market
needs to ensure that graduates possess the requisite skills
for employment (Tournier et al, 2024). Tournier et al. (2024)
highlight the following four primary and interconnected
challenges in this regard: expanding access and participation,
addressing teacher shortages, managing financial constraints
and enhancing the relevance of education to labour market
demands.

Effective management of the secondary teaching workforce
is shaped by the following three key domains: the institutional,
organisational and individual/environmental  dimensions.
Institutional factors encompass the policies, laws and regulatory
frameworks governing teacher recruitment, deployment and
professional development. Organisational factors relate to the
mechanisms through which these policies are operationalised,
including resource allocation, school leadership and
administrative  structures. Individual and environmental
factors, although often beyond direct managerial control,
include teacher motivation, socio-economic conditions,
and geographic context and can significantly influence
management outcomes and must be factored into decision-
making processes.

In the context of Lao PDR, secondary teacher management is
hindered by a set of persistent systemic challenges, as follows:

= Teacher shortages: A critical shortage exists regarding
qualified secondary school teachers, particularly in
rural and remote areas, where difficult living conditions,
limited infrastructure and professional isolation impede
recruitment and retention efforts (Demas et al, 2018).

B Declining education funding: Public financing for
education dropped to around 2% of the GDP in 2022
from its peak in 2013. This reduction, which limits teacher
recruitment, training and retention, is further compounded
by inadequate pre-service teacher training (World Bank,
2023).

B  Gaps in pedagogical and vocational training: The
Education and Sports Sector Development Plan (EESDP)
2021-2025 identifies significant weaknesses in the capacity
of teachers to deliver remedial education, vocational
subjects and core academic content, particularly in
relation to learning outcomes and gender equity (Ministry
of Education and Sports, 2020).

B Limited access to specialised training and instructional
resources: The EESDP underscores the need for highly
qualified teaching staff, enhanced subject-specific
training (particularly in technical and core subjects) and
improved access to teaching and learning resources to
support quality instruction and research.

B Weak outdated
professional standards: Additional challenges include
a lack of effective systems for monitoring teacher
performance, inadequate classroom-level assessment
practices, misalignment between pre-service and in-
service training curricula and outdated teacher standards
that do not align with regional (i.e. ASEAN) benchmarks.

performance monitoring and

These challenges underscore the need for a comprehensive,
multidimensional approach to teacher management in Lao
PDR—one that addresses systematic issues while promoting
equity, quality and sustainability in the education sector.




Effective planning for the education workforce requires a
systematic approach to estimating teacher demand. Tournier
et al. (2024) propose a comprehensive four-step method for
projecting long-term teacher requirements, which considers
key variables such as enrolment growth, pupil-teacher ratios,
teacher attrition and education policy goals. This model,
illustrated in Figure 1, provides a structured framework that
supports data-driven decision-making in teacher recruitment
and deployment. The figure outlines the sequential steps of

the projection process, beginning with enrolment forecasting
and culminating in the estimation of the required teacher
numbers. In addition to providing a long-term projection
model, the authors also discuss strategies for estimating short-
term teacher needs at the school level, including factors such
as subject shortages and temporally staffing gaps. Together,
these approaches facilitate a more responsive and evidence-
based system for secondary teacher workforce management.

The Four-Step Method for Projecting Teacher Requirements

Step 2.
Calculating
the number of
pedagogical groups

Step 1.

Projecting
enrolment

Source: Tournier et al. (2024)

Step 4.
Determining

Step 3.
Calculating
global teacher
requirement

teacher
recruitment
needs




Case Study: Estimating Subject-Specialised
Secondary Teacher Needs in Lao PDR

Table 1 presents a case study illustrating the estimation of
subject-specialised secondary teacher needs in the Lao PDR.
This example demonstrates the application of teacher demand
forecasting at the national level, using current enrolment figures
and the number of pedagogical groups (PGs) in secondary
schools as the basis for calculation. The data provide a
foundation for analysing the distribution of teaching needs
across subject areas and inform strategic teacher allocation
and workforce planning.

Enrolment Figures and Number of Pedagogical
Groups (PGs) for Subject-Specialised Secondary Teacher
Needs, Lao PDR

2024
Junior secondary (lower secondary school) 491,729
Senior secondary (upper secondary school) 289,831

2024

Junior secondary (lower Target size of 36

secondary school) PG

Number of PGs 13,659

Senior secondary (upper Target size of 36
secondary school) PG

Number of PGs 8,051

Source: Department of Organization and Personnel (2020)

Table 2 presents the weekly learning hours by subject at the
junior and senior secondary level. This information supports
the process of estimating subject-specific teacher needs by
aligning instructional time with student enrolment figures.
Based on the 2024-2025 projected enrolment of 491729
students in junior secondary and 289,831 in senior secondary,
and using a target PG size of 36 students, approximately 13,659
PGs were required at the junior level and 8,051 at the senior
level (Department of Organization and Personnel, 2020). These
calculations form the foundation for further analysis of teaching
hour distribution and teacher allocation across subject areas.

Learning Hours per Week, Lower and Upper
Secondary School, Lao PDR

Lower
secondary
school

Upper
secondary
school

Social science 4 0
National language 4 4
History 0 2
Geography 0 2

Civic education
Natural science
Mathematics
Physics
Chemistry

Biology

w NN N BN~ O

English

o A O O O » O

Basic Information
and Communication
Technology (ICT)

Vocational foundation

Physical education

N NN

2
2
Art education 2
2

Other foreign language

Source: Department of Organization and Personnel (2020)

Following the analysis of enrolment and pedagogical group
distribution, the next step is to estimate subject-specific
teacher demand by calculating total instructional hours,
teacher workload and projected retirements. Table 3 presents
the total learning hours required per subject based on
curriculum guidelines and the number of PGs. Table 4 outlines
the statutory teaching time (STT) per teacher. Using these data,
Table 5 summarises the estimate of 37,927 secondary teachers
needed in 2024. The highest demand is for National Language
and Mathematics (4,825 each), followed by English (4,378),
Natural Science (3,795), and Social Science (3,415). Moderate
demand is seen in Vocational Foundation, Physical Education,
and Art Education (2,714 each), and Other Foreign Languages
(2,211). Lower demand includes subjects like History, Geography,
and Basic Sciences (895 each), Civic Education (1,357) and
Basic ICT (504).




The choice of an appropriate forecasting method depends estimates should incorporate key policy indicators, such as
on planning objectives and available data. Long-term enrolment growth, repetition rates, school structures and
projections require robust models and careful management teacher attrition (Tournier et al, 2024).

of assumptions, as errors can accumulate over time. Effective

Table 3: The Total Number of Learning Hours Needed per Subject, Secondary Education, Lao PDR

Step 3. Calculating the total number of learning hours needed

Alllevels and Social science 54,636 54,636

History 16,102 16,102

Civic education 13,659 8,051 21,710

Mathematics 54,636 32,204 86,840

Chemistry 16,102 16,102

English 54,636 24,53 78,789

Vocational foundation 27,318 16,102 43,420

Art education 27,318 16,102 43,420

Source: Department of Organization and Personnel (2020)

Table 4: Statutory Teaching Time (STT) per Teacher, Secondary Education, Lao PDR

s

Social science 16

History 18

Civic education 16

Mathematics 18

Chemistry 18

English 18

Vocational foundation 16

Art education 16

Source: Department of Organization and Personnel (2020)



Table 5: Estimated Total Teacher Requirements for Secondary Education, Lao PDR

Step 4. Determining total number of teachers needed




This section discusses the allocation of secondary school
teachers through a conceptual framework that includes the
following three diagnostic dimensions: consistency, equity
and effectiveness. It also incorporates a quality-oriented
perspective to assess the extent to which teacher deployment
aligns with educational objectives and student needs (Tournier
et al, 2024).

Allocation Consistency

This dimension evaluates the coherence and balance in
teacher deployment across subnational contexts using the
following three indicators:

Pupil-teacher ratio (PTR): Measures the average number
of pupils per teacher. This indicator helps identify disparities
in teacher distribution, particularly with respect to subject-
specialised teachers, across regions.

Pupil-qualified teacher ratio (PQTR): Assesses the
proportion of students taught by teachers who are formally
qualified to teach at the secondary level.

Learning coverage rate (LCR): Evaluates the ratio of
teaching hours theoretically available from existing
teachers to the total number of instructional hours required
by students.

Allocation Equity

Building on the LCR, this analysis investigates whether
differences in teacher allocation are associated with student
characteristics, such as geographic location, socioeconomic
status or gender. This goal is to determine whether teacher
distribution  practices compensate  for
or, conversely, reinforce inequities, either intentionally or

disadvantages

inadvertently.

Allocation Effectiveness

The final level examines the degree to which current teacher
deployment contributes to improved student learning
outcomes. This involves assessing whether existing allocation
patterns support instructional quality and align with broader
educational goadls.

The diagnosis of teacher allocation requires a complementary
quantification of the gap between the current teacher supply
and projected instructional needs. This involves calculating the
number of additional teachers required to meet the demands
of a growing student population, curriculum standards and
equitable distribution. Figure 2 illustrates the step-by-step
process for estimating additional teacher needs, including an
example based on enrolment data, PG distribution, and STT.
This approach provides a practical tool for planners to identify
subject-specific shortages and to inform evidence-based
recruitment strategies.

Example: Calculation of the Additional Teachers
Needed for Secondary Education

Example: In a district level
Number of science teachers = 500
STT per teacher = 24 hours per week
Number of PGs = 1000
Number of periods in the curriculum per PG = 30 hours per week
Substituting the values:
=500 x 24 /1000 x 30
=12000 / 30000
=0.40 or 40%

The Learning Coverage Rate (LCR) is 40%, meaning that only
about 40% of the required teaching hours are covered, indicating
ateacher shortage for the given number of student groups.
Since 40% coverage is too low, we need to find the required
number of teachers for 100% coverage.

Calculate the required teacher numbers for 100% coverage

Required teachers =1000 x 30 / 24
= 30000/ 24
= 1250 teachers
Therefore, additional teachers needed = 1250 - 500 = 750
teachers.




This section introduces o comprehensive conceptual
framework for analysing secondary teacher utilisation to
address the efficiency of teacher deployment throughout the
education system. The framework consists of the following
three analytical levels: (1) national or regional comparative
analysis, which uses the average teacher utilisation rate to
evaluate how effectively teachers are engaged across different
geographic or administrative areas; (2) district or cluster-level
investigative analysis, which examines teacher deployment
patterns within smaller administrative units to identify localised
issues or disparities; and (3) micro-level descriptive analysis at
the school level, which focuses on the effective utilisation rate
by comparing actual teacher workload against theoretical
and required teaching hours (Tournier et al, 2024). This multi-
level approach enables a detailed understanding of utilisation
dynamics, from broad system trends down to individual school
practices.

Figure 3 illustrates the calculation process for the Average
Utilisation Rate (AUR) of teachers and demonstrates its practical
application for national or subnational education assessment
and planning. The example assumes a scenario involving 800
Pedagogical Groups (PGs), each requiring 32 class periods per
week in accordance with the national curriculum. Based on this,
the Total Theoretical Learning Time (TTLT) is calculated as the
total number of instructional periods needed across all PGs.
Figure 4 further illustrates teacher utilisation at the school level,
using English language teaching as a case study to highlight
discrepancies between the theoretical number of teachers
(TNT) needed, the required number of teachers (RNT) practically
required to cover classes and the actual number of teachers
(ANT) currently employed. These examples underscore the
potential inefficiencies and areas needing improvement in
teacher deployment and utilisation.

Example: Calculation of the Average Utilisation

Illustration:
800 PGs, 32 of class/week according to curriculum
1000 teachers, 22 hours/week STT
Total Theoretical Learning Time (TTLT) = 800 x 32 = 25,600
Total Theoretical Teaching Time (TTTT)=1000 x 22 = 22,000
If teachers cannot work overtime: LCR =22,000/25,000 = 86%
Teachers can only cover 86% of the curriculum
If teachers can work overtime: Average utilisation rate (AUR) = 1/LCR =116%
Teachers need to work overtime of 16% to cover the curriculum
Interpretation:
Average utilisation rate < 100%
This suggests a surplus of teachers butoften reflects (at least in part)
structural underutilisation
Also need to consider only active teachers (in class, not substitutes)
Average utilisation rate > 100%
This indicates a shortage of teachers butdoes not indicate scale of shortage
Calculation:
Total under-utilisation rate is only computed when the average utilisation
rate is <100%
Total underutilisation rate = 100% - average utilisation rate
e.g. if average utilisation rate = 80%, total underutilisation rate = 20%

lllustration of English Teacher Utilisation at the
School Level

Illustration -School level:
Your school has 5 PGs, and each PG is due to receive 6 hours of English lessons
per week.

The school has 3 English teachers, each required to teach 24 hours per week.
Calculation: The school needs a total of 30 hours (5 x 6) of English per week.
TNT: Theoretically, the school needs 1.25 English teachers (TNT = 30/24 = 1.25).
RNT: In practice, the school needs to English teachers to cover all English classes:
RNT=2.

ANT: However, the school actually has 3 English teachers: ANT = 3.

Calculation:  TNT=1.25 RNT =2 ATN=3

Context and Data Overview

In a district within Vientiane Province, suppose 15 schools are
analysed to assess science teacher utilisation. Each PG is
allocated 4 hours of science instruction per week, with the STT
for science teachers set at 24 hours per week. Table 6 presents
the distribution of PGs and the number of science teachers
across these schools, serving as the basis for evaluating
teacher deployment efficiency at the district level.




Table 6: The Number of PGs and Science Teachers in 15 Schools in a District in Vientiane Province, Lao PDR

School 1 8 3
School 3 12 2
School 5 9 3
School 7 8 4

School 9 6 3

School 11 8 3

School 13 8 3

School 15 7 3

Number of hours of science in the curriculum 4

AUR 50%

The data in Table 6 indicate that only 50% of the required
teaching hours are covered, meaning that the current
allocation of teachers is insufficient to fully meet the teaching
demands. The AUR of 50% suggests a significant teacher
shortage, wherein only half of the required teaching time is
covered. To achieve 100% coverage, either more teachers need
to be recruited or the existing teachers need to increase their
teaching hours (ie. overtime).

Table 7 presents a summary of teacher allocation and utilisation
across 15 schools. It highlights the gap between the required
teaching hours and current teacher capacity, offering insight
into the efficiency of teacher deployment and areas where
additional staffing or workload adjustments may be necessary.



Table 7: An Analysis of Teacher Allocation and Utilisation at the District Level, Lao PDR

School 1

School 3

School 5

School 7

School 9

School 11

School 13

School 15

T T S TS TR

Table 7 presents an analysis of teacher allocation and utilisation a higher gap between required and actual teachers are facing
in a district (15 schools). From the calculation, a clear shortage the most learning deficits. To ensure full coverage, additional
of 13 teachers is evident, resulting in only 50% of the necessary teachers must be recruited, or existing teachers must work
curriculum being covered. The teacher utilisation rate (81%) overtime, although the latter is not a sustainable solution in the
suggests that the existing teachers have nearly full teaching long term.

loads, but this is still insufficient to meet demand. Schools with




Effective management of secondary teachers in Lao PDR
requires a multifaceted policy approach focused on improving
teacher supply, enhancing equitable allocation and optimising
resource utilisation. This section outlines key proposed
strategies aimed at strengthening teacher management in
response to persistent systemic challenges.

Feasible Expansion of Lower Secondary Education

The expansion of lower secondary education must be both
affordable and realistic, with a strong focus on improving
primary-level literacy and numeracy to ensure a smooth
transition and reduce dropout rates. Additionally, equivalent
secondary education should be strategically expanded to
ensure that students have the necessary academic foundation
for success.

Improving Learning Outcomes and Reducing
Disparities

Effective teacher management is crucial for improving student
learning outcomes. A more efficient and equitable allocation
of teachers and resources is essential, particularly in the 40
most disadvantaged districts identified by the Ministry of
Education and Sports (MoES) (Ministry of Education and Sports,
2020). Strengthening resource management and ensuring that
qualified teachers are available where they are most needed
will help reduce disparities and improve education quality.

Enhancing Teacher Training and Professional
Development

To enhance teacher supply and quality, Teacher Training
Colleges (TTCs) will be upgraded to serve as professional
developmentcentresforbothpre-serviceandin-serviceteacher
training. Given the shortage of subject-specialised teachers,
TTCs must expand training programmes to equip teachers
with the ability to teach multiple subjects. This is particularly the
case for teachers in rural areas, where teacher shortages are
more pronounced. The systematic implementation of teaching
standards will provide a foundation for teacher performance
evaluations that will ensure accountability and continuous
improvement.

Institutional Strengthening for Optimised Teacher
Allocation

Achieving a more balanced teacher distribution requires
institutional strengthening at all levels of the education system.

The skills and competencies of MoES staff must be realigned
to address current and future challenges, supported by
improved human resources (HR) systems to optimise teacher
deployment. Strengthening the Provincial Education and Sport
Service (PESS), the District Education and Sports Bureaus (DESBS),
clusters and schools by clarifying their mandates and refining
job descriptions will enhance efficiency, accountability and
transparency in teacher allocation. Additionally, establishing
monitoring systems to track teacher supply and demand will
ensure effective deployment (Ministry of Education and Sports,
2020).

Building Capacity in STEM and Technical
Education

To align teacher competencies with labour market needs,
teacher training institutions must provide technical training,
research and services that equip teachers with essential
skills, particularly in science, technology, engineering and
mathematics (STEM) and life skills education.
and

Ensuring Teacher

Distribution

Supply Equitable

Policies must support equitable teacher deployment through
targeted recruitment strategies, particularly in underserved
rural areas. This includes rural practicum programmes, which
have shown promise in improving teacher perceptions of rural
postings (Versland et al, 2020), and incentive packages, such
as housing support and hardship allowances, that address
regional disparities (Crawfurd & Pugatch, 2020).

Optimising Resource and Teacher Utilisation

Improving the efficiency of education systems involves
balancing teacher workloads and adjusting class sizes without
compromising Integrating  educational
technology can further enhance teaching effectiveness and
resource impact.

learning  quality.

Creating a Supportive Policy Environment

Clear teacher management guidelines, including well-defined
policies on performance assessments and career progression,
maintaining
accountability. Additionally, data-driven decision making plays
a crucial role in improving teacher management by regularly
collecting and analysing data on teacher distribution, student
performance and regional needs. This approach enables

are essential for teacher motivation and



informed policy decisions, ensures effective resource allocation
and enhances the overall efficiency of the education systems.

Strategies to Attract and Retain Teachers

To attract and retain enough teachers in Lao PDR, educational
policies should focus on competitive incentives, comprehensive
support and clear career development pathways. Offering
adequate salaries, housing allowances, health care benefits,
and retirement plans can make teaching more attractive, while
scholarships and financial aid for candidates from underserved
areas can help to address shortages where demand is
greatest. Career advancement opportunities, including
mentorship and leadership roles, can motivate teachers to
remain in the profession, while targeted financial incentives
and allowances can encourage rural placements. Regular

professional development, manageable class sizes and strong
administrative support can reduce burnout and improve
retention. Additionally, relocation assistance, family support
and community integration can further incentivise teachers
to stay in high-need areas. To ensure equitable teacher
allocation, data-driven strategies should identify under-
resourced areas, prioritise vulnerable schools and implement
financial and housing incentives that will attract teachers.
Short-term exchange programmes, localised recruitment and
continuous monitoring will help balance staffing and improve
equity. Maximising teacher efficiency through optimised
workloads, multi-subject training, hybrid learning models, and
mentorship programmes will ensure better resource utilisation
while reducing reliance on new hires.




CONCLUSION AND RECOMMENDATIONS

Effective secondary teacher management is crucial for
ensuring equitable access to quality education in Lao PDR.
However, significant challenges remain, including the rising
demand for secondary education, financial constraints and
the need to align education with the labour market. Managing
teacher supply, allocation, and utilisation requires a strategic
approach that addresses institutional, organisational and
environmental factors. Key issues include teacher shortages,
declining education funding, gaps in pedagogical and
vocational training and inefficient resource distribution.
Addressing these challenges through data-driven policies
and targeted interventions can improve teacher availability,
retention and effectiveness and ultimately enhance learning
outcomes.

The strategic focus for improving secondary teacher
management should prioritise strengthening teacher supply,
ensuring equitable allocation and optimising teacher utilisation.
By recruiting and training teachers (especially in underserved
areas), offering incentives for rural placements and promoting
professional development, Lao PDR can enhance teacher
distribution and adjust strategies for equitable educational
resource allocation.

Ultimately, improving teacher management in Lao PDR will
require a multifaceted approach that integrates both short-
term solutions and long-term reforms to create a sustainable,
well-supported teaching workforce capable of meeting the
educational needs of the country’s growing student population.
This comprehensive approach will improve the quality of
education while also bridging the gap between the education
system and the job market, thereby ensuring that graduating
students are better prepared for the workforce.
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