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Abstract

This study examined the cost and returns of SBTD programmes. It was a Qualitative design of descriptive
Phenomenology type. The population comprised 27 principals and 1,085 teachers across 27 senior
secondary schools in Sokoto South Education Zone. However, Purposive sampling technique was used
to sample five (5) principals and twenty (20) teachers. The limited sample size is justified by qualitative
research standards where depth of insight is prioritized over breadth. Data was collected using a
validated Stakeholders Perspectives In-depth Interview Guide (SPIDIG) and member-checking method
used to ensure reliability. Thematic analysis involving transcription, coding and theme development
guides data analysis. One of the findings of the study was that, cost of organizing SBTD was modest and
manageable, usually around ¥20,000 to 30,000, which is part of the normal school running cost. The
study therefore concluded that, formalizing SBTD as alternative teachers’ continuing professional
development can provide more in-service training opportunities for teachers. Thus, it was among other
things recommended that, Sokoto state Ministry for Basic and Secondary education should formally

adopt and encourage schools to organize SBTD.
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Introduction

Continuing professional development (CPD) plays a crucial role in enhancing the
quality of teachers. Indeed, regardless of qualification level a teacher possesses, CPD
is required for effective teaching. In view of this, Ndow, Jallow and Bah (2023)
explained that teacher’s quality is based not only on their academic qualifications but
also on their sustained personal engagement through different forms of CPD training
programmes which helps prepare teacher to cope with current and future challenges.
For this reason, Education policies in most countries of the world give emphasis on
providing opportunities for teachers’ continuing professional development. For
example, the Nigeria’s National Policy on Education (NPE) revised (2013) gives
emphasis to continuing Teacher Professional Development. Teacher Education
programmes shall continue to take cognizance of changes in the methodology and in
the curriculum and thus, teachers shall be regularly exposed to innovations in the
teaching profession (Federal Government of Nigeria, 2013). Continuing Teacher
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Professional Development programmes include the traditional programmes which
range from short focused training such as workshops, seminars, conferences and
symposiums, refresher, induction and orientation programmes to the long term up-
grade courses or in-service programmes such NCE and Bachelor of Education
programmes.

Despite the growing recognition of CPD, Ndow et als (2025) observed that findings
from studies conducted by Commonwealth in 2016 involving developing countries
revealed that some trained and qualified teachers never have the opportunity to attend
any professional development course. Many factors account for this limited
opportunities for teachers continuing professional development. In this regard, Imenda
and Mkhize, (2012) noted that high financial costs of travel, accommodation and
honoraria for facilitators, are major barriers to effective teacher development, especially
in developing countries where educational budgets are limited due to competing
demand from other sectors

In response to these challenges, School-Based Teacher Development (SBTD) has
emerged as an alternative. SBTD is a teacher professional development programme
which occurs through providing teachers with development opportunities facilitated by
peers or supported by most experienced teachers in a school environment.

SBTD serves as alternative to costly traditional professional development programmes
because empirical studies in some contexts (Chabaya et al. 2013, Makgato, 2013 &
Kimu et al. 2021) revealed advantages of SBTD in terms of cost-effectiveness. In
Zimbabwe, Chabaya et al. (2013) found that school-based professional development
programmes were not only more affordable but also had higher teacher participation
rates, as they were better aligned with the teachers' needs and context. Similarly, in
South Africa, Makgato (2013) reported that SBTD programmes reduced the costs
associated with traditional workshops and simultaneously improved instructional
practices by fostering a collaborative and peer-driven learning environment.

Other studies also found SBTD to be effective in improving teachers’ quality. A
comparative study by Kimu et al. (2021) on the cost-benefit analysis of teacher
development programmes in East Africa found that those leveraging existing school
networks and relationships within school showed greater long-term improvements in
teaching practices, as teachers felt more empowered and committed to their
professional growth. Similarly, Jordan and Hedges (2017) found that SBTD initiatives
incorporating peer-to-peer learning and mentorship not only reduced logistical costs but
also enhanced the long-term impact on teaching practices.

In addition, an SBTD model developed by Commonwealth of Learning (COL) was
found to be effective in improving teacher quality in Gambia. As reported by Ndow et
als (2025) this SBTD is facilitated through online learning sessions through train-the-
trainers model. In other words, a group of mentors who received training from COL
through webinars organize step-down training using a Moodle-based learning
management system (LMS). This SBTD therefore revealed the value of mentorship and
the use of Open Education Resources for teacher training during the school lock down
in the Gambia.
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A similar STBD programme targeting teachers in 12 junior secondary schools in Sierra
Leone was also found to have other returns. As noted by Moriba, Brainard and Junaid
(2025) one of the benefits of such SBTD programme is that it has improved teamwork
among teachers who, in turn allowed students to work on assignments or projects in
small groups using technology.

Empirical studies from the Nigerian context such as the one conducted by Ogunyinka,
Okeke and Adedoyin (2015) also provided evidences supporting the relevance and
effectiveness of SBTD. Benefits associated with STBD as found by Ogunyinka et als
(2015) range from improving teachers’ instructional competence and classroom
management skills, being less disruptive to school schedules and more responsive to
their immediate professional needs, enhancing teachers’ pedagogical skills and fostered
professional collaboration among staff.

Statement of the Problem

Continuing professional development (CPD) is an effective means of improving the
quality of teaching yet many teachers in especially developing countries like Nigeria
are unable to attend any CPD. This is partly because the emphasis is on traditional CPD
whose implementation in many context is often challenged by expenses such as high
costs of travel, accommodation and facilitators’ honoraria as well as scheduling
difficulties that disrupt school timetables. These constraints limit teachers’ access to
regular and sustainable professional development, particularly in developing countries
such as Nigeria.

School-Based Teacher Development (SBTD) programme has been investigated by
studies conducted in different contexts. Findings from such studies revealed the cost-
effectiveness and other benefits of SBTD which have promote recognition and adoption
of SBTD as an alternative CPD programme.

It is against this background that the present study is embarked upon in order to

investigate the cost and return of SBTD from the perspectives of teachers and principals

of secondary schools in sokoto south. There is paucity of studies on the costs involved

in implementing SBTD programmes and the returns in terms of teachers’ professional

growth and classroom practices from the perspectives of key stakeholders such as

teachers and Head-teachers.

Research Questions

The research questions for the study are:

I What is the cost associated with organizing SBTD programmes?

ii. What are the perceived returns of SBTD programmes from the perspectives of
stakeholders in Sokoto South Education Zone?

Objectives of the Study

The objectives of the study are to determine:

i The cost associated with organizing SBTD programmes
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ii. The perceived returns of SBTD programmes as viewed by stakeholders in
Sokoto South Education Zone
Theoretical Framework

Social Capital Theory, developed by Pierre Bourdieu provided framework for this
study. The key postulation of the according to Bourdieu (1986) is the importance of
social networks in accessing resources and knowledge. Trust and reciprocity enable
cooperation, which benefits the group.

Social Capital Theory is therefore relevant to present research problem. This is because
STBD utilize internal school networks and trust among teachers and school leaders to
overcome the financial and logistical barriers of traditional in-service training. Bonding
social capital within schools helps reduce costs by relying on teachers’ existing
networks for peer learning and support, making SBTD a cost-effective alternative to
expensive external workshops.

Research Methodology

This study adopted a Phenomenology research design. Phenomenology as a Qualitative
research focuses on exploring and understanding the lived experiences of individuals
within a particular context. This design is appropriate as it allows for the exploration of
costs) and returns or benefits of SBTD programmes from the lived experiences of
teachers and principals.

The population for this study comprised 27 principals and 1,085 teachers across 27
senior secondary schools within Sokoto South Education Zone, Sokoto State, Nigeria.
A purposive sampling technique was used to sample 25 participants comprising five (5)
principals and twenty (20) teachers because of prerequite knowledge they have about
conduct of SBTD in schools making them ideal respondents for exploring the research
questions about costs and returns. Creswell (2014) justifies the use of purposive
sampling technique in this study because according to him, the technique allows
researchers to select participants who are "information-rich™ and can provide in-depth
insights into the research topic. This technique is particularly useful when the research
goal is to gain a detailed understanding of a specific phenomenon or experience.
Similarly, the decision to use limited sample size in this study lend support from Clarke
and Braun (2013), who argued that a minimum of 12 participants can be sufficient to
reach data saturation in qualitative research.

Data was collected using Stakeholders Perspectives In-depth Interview Guide
(SPIDIG) which was developed based on the key themes of the study on cost and
returns of SBTD programme. Recording devices and notepad were used to record the
interview. The interview guide was validated by two Sociologists of Education in the
Department of Educational Foundations, Usmanu Danfodiyo University, Sokoto.
Merriam (2015) suggested expert review enhance validity of in-depth interview guide.
Reliability was established through the use of member-checking technique. The
researchers, shared interview transcripts and asked the participants to verify the
accuracy and truthfulness of the data. The feedback helped to ensure the researcher's
interpretation is true reflection of information provided by the respondents. As Merriam
(2015) notes, member checking helps ensure the researcher's representation of the data
is credible and trustworthy.
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The interviews were audio-recorded with participants’ consent and transcribed for
analysis. Thematic analysis was employed for data analysis which involved the
transcribing audio-recorded interviews verbatim. The transcriptions was read and re-
read. Key ideas related to the costs and returns of SBTD were identified. The initial
codes were grouped into themes, reflecting the central aspects of the data related to the
research questions. The final themes were interpreted in relation to the research
questions raised.

Thematic Analysis of In-Depth Interviews

Data obtained from the 25 respondents was analyzed. For confidentiality, Principals
and Teachers that served as interviewees were represented by pseudonym “PR” and
“TR” respectively meaning Principal Respondent and Teacher Respondent.

Two main themes (1 and 2) emerged from the interview data which are as follows:

Cost Implications of Organizing SBTD Programmes
Perceived Returns of SBTD Programmes
Cost Implications of Organizing SBTD Programmes

With respect to this major theme, the narratives of respondents were further categorized
into three sub themes which are outlined and explained:

Low Financial Costs

Findings from the interviews reveal that the financial demands of SBTD are largely
recurrent and small-scale, making them easier for schools to absorb when compared
with the high costs of traditional CTD programmes that involve travel, accommodation,
registration fees and prolonged teacher absence from school. RP1 narrated that “such
expenses are routine operational costs that schools already budgeted for unlike external
workshops and on the job courses that are costly for government and teachers
respectively"”.

Although some costs for organizing SBTD are acknowledged by respondents, they
remain far lower than costs of traditional CTD. Respondents who had participated in
conventional forms of CPD emphasized the cost-effectiveness of SBTD. As RP2
explained:

A three-day workshop organized by UBEC, which they attended the previous year, cost
approximately 3¥250,000 per participant. This amount covered hotel accommodation at
about :¥35,000 per night for a standard room, as well as expenses for feeding, workshop
materials, and allowances, which together amounted to roughly #¥150,000. In contrast,
only about 330,000 was required to organize an SBTD activity, yet this enabled more
than five teachers to participate (RP2).

Indeed, this principal (RP2) compared it with SBTD they usually organize:

Most of the expenses involved in organizing SBTD relate to basic instructional
materials like stationery, printing and in some cases refreshment to motivate the mentor.
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When we calculate everything, it is usually around %20,000 to ¥30,000, which is not
beyond our capacity especially now with the increase in cash allocation from the Sokoto
State government (RP2).

In relation to this, RP3 stated that “Sometimes we buy refreshments and give small
allowances to teacher-facilitators; even then, it rarely goes beyond ¥30,000, which is
still within the school budget.”

However, some respondents identified additional costs associated with SBTD. RP5
highlights transport stipends during holiday sessions: “When SBTD happens during
holiday periods, some teachers expect transport stipends; the school has to dig into its
local funds.”

Rather than indicating inefficiency, this reflects teachers’ professional commitment and
ownership of SBTD, which is less evident in traditional CTD models where
participation is often externally driven and financially dependent on government or
donor sponsorship.

Low Time Cost

In terms of time, respondents acknowledged that School-Based Teacher Development
(SBTD) requires teachers to allocate scheduled hours within the school calendar.
However, the actual time cost is relatively low when compared with off-site training
and long-term upgrading programmes. Data indicate that most SBTD activities occur
in short sessions ranging from 1-3 hours per week, often embedded within staff
meetings, departmental planning time or designated professional development
afternoons. According to PR2 "Over a school term, time use in the conduct of SBTD
amounts to approximately 10-20 total hours"

In contrast, traditional CPD workshops, seminars and in-service or on the job training
and retraining require teachers to be absent from classrooms for several days, weeks
per term or continuous periods of 1-4 years, resulting in hundreds or thousands of
instructional hours lost. These programmes often necessitate study leave, prolonged
disengagement from teaching duties and the appointment of replacement staff.

RTS8 notes the short-term pressure created by SBTD scheduling: “When sessions clash
with teaching periods or marking periods, it makes workload heavy; | end up staying
late or on weekends.”

While this reflects an increase of 1-2 additional hours on certain weeks, it also
demonstrates that SBTD maintains teaching continuity, as teachers remain present in
their classrooms throughout the academic year.

These activities typically require 30-60 minutes for observation and a similar duration
for feedback, making the total time commitment modest and time-bound rather than
prolonged.

Therefore, although SBTD entails a measurable time cost, its low opportunity cost,
limited duration and integration into normal school routines makes it significantly more
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time-efficient than traditional teacher development approaches, while allowing for
immediate classroom application.
Perceived Returns of SBTD Programmes

Under this theme 2, five sub-themes were generated, analyzed and explained as follow:
Cost-Saving for Government

The respondents consistently identified cost-saving as a major economic return of
SBTD programmes. To illustrate, one principal highlighted how funds can be
reallocated for essential school needs:

With SBTD, government doesn’t need to spend money on transport and
accommodation for external workshops. This is because the training which is inform of
mentorship can take place in a staff office and staff room, classrooms or even under the
shade of tree within school premises. Thus, SBTD doesn’t involve spending for
transport and accommodation. (RP1).

Building on this, another principal (RP3) described a broader financial advantage,
emphasizing the scalability of SBTD:

Instead of sending ten teachers to a workshop or seminar in a designated location
outside the school, which can cost the government in transport and feeding, we make
use of our experience to train our staff here at school at almost no cost (RP3).

From the narratives analyzed, it can be observed that principals recognize that SBTD
reduces direct costs like travel and accommodation.

Training More Teachers at Lower Cost

Another perceived return is that SBTD allows for broader teacher participation at
significantly lower cost, leading to more equitable professional development. RP2
clearly illustrated this cost-to-impact ratio “The cost of training one teacher externally
can train five or more internally through SBTD”.

Echoing this, a teacher (RT3) pointed out: “SBTD means every teacher can benefit, not
just the few who are selected to go outside. So we get more value for less money”.

Another teacher pointed out the way in which SBTD helped novice teachers gain access
to training that was previously reserved for more experienced staff:

Traditional teacher professional development is usually for senior teachers. Novice
teachers are hardly nominated to attend training workshops organize by stakeholders
like UBEC or SUBEB because participation is strictly based on nomination by forces
which are in most cases outside the school. Therefore with SBTD, new ones learn on
the job (RT14).

From the foregoing it can be stated that majority of the respondents value the inclusivity
and cost-efficiency of training many teachers simultaneously.
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Increased Retention and reduced Teacher attrition

Another perceived benefit of SBTD is its potential to encourage and motivate teacher
to remain in the profession. Respondents noted that SBTD programmes enhance teacher
satisfaction and professional confidence which contribute to retention thereby saving
the school from the cost of recruitment and induction.

A principal (RP5) stated that “When teachers feel supported and developed within the
school, they are more likely to stay. That reduces the cost of recruiting and training new
teachers”.

Similarly, RT9 explained that “Many teachers leave when they feel neglected. With
SBTD, we feel more empowered and appreciated, so we are not always looking for
transfer or private jobs.”

Respondents therefore agree that SBTD enhances job satisfaction and reduces attrition.
Improved Teaching and Better Student Outcomes

A recurring theme among respondents is that the ultimate economic return of SBTD
lies in improved student learning outcomes. As one principal (RP4) noted “When
teaching improves as result of accessibility of training through SBTD, quality of
teaching is expected to improve. This can translate into improved student’s
performance.”

This narrative was also shared by a teacher (RT5) who viewed improved outcomes as
a stepping stone to better life opportunities for students: “Students learn better now. In
the long run, they will perform well in exams, get better opportunities.”

Another teacher (RT16) highlighted a more technical point related to system efficiency.
According to him “Good teaching reduces repetition and dropout. That means less
waste of public funds on repeating classes.”

Reduction in Hidden Personal Costs for Teachers

With regards to the sub-theme 5, Teachers more than principals, highlighted personal
economic relief resulting from SBTD in the sense the trainee or mentee does not has to
miss his income-generating activities. A respondent explained that

| am a grain merchant and I usually engage in trading after school hours. Therefore, |
don’t need to leave my side business for days. SBTD allows me to learn without losing
income which is not the case with workshops where a training center may be located
outside my town (RT12).

From the narratives teachers acknowledged return as a personal return.

Summary of Findings

Based on the narratives of respondents thematically analyzed, the findings from the two
research questions raised for the study are:
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School-Based Teacher Development (SBTD) is cost-effective. Although SBTD
involves some modest and manageable cost such time and logistical demands, other
costs related to travel, accommodation, materials, refreshments, facilitator allowances,
transport stipends, lesson rearrangement and extended absence from school are not
involved in conducting SBTD.

Stakeholders perceive SBTD programmes as offering significant economic returns
through cost savings from many expense thereby allowing teachers to participate in
professional development at a lower cost, while also improving teacher retention and
job satisfaction, leading to long-term savings for schools.

Discussion of Findings

This study examined the cost implications and perceived returns of school-based
teacher development (SBTD). The study found that SBTD programmes are
significantly more cost-effective than traditional off-site teacher development
initiatives, as they involve modest, recurrent and manageable costs that can be
accommodated within existing school budgets. In line with Social Capital Theory,
schools leverage existing networks to convert social relationships into economic and
professional benefits.

This finding is consistent with earlier studies by Imenda and Mkhize (2012), Chabaya
et al. (2013) and Makgato (2013), which reported reduced costs and increased
participation in school-based professional development. The present study reinforces
this evidence by demonstrating that SBTD relies primarily on internal resources, peer
facilitation and localized training, all of which minimize logistical and financial
demands.

However, the study is revealed divergence finding from the literature. While SBTD is
generally portrayed as a low-cost alternative, participants highlighted cumulative
micro-costs such as printing, refreshments and occasional stipends that can strain
school finances over time. This finding suggests that although social capital
significantly lowers major expenditures, it does not eliminate material costs entirely,
underscoring the interdependence of social and economic capital.

In addressing the study’s research question on returns of SBTD, respondents reported
substantial economic and educational benefits, including cost savings for schools and
government, training of more teachers at lower cost, improved teaching quality,
reduced teacher turnover and enhanced student outcomes. These returns align with
Social Capital Theory’s emphasis on sustained cooperation and reciprocity, where
collective investment in internal capacity leads to long-term institutional gains. Similar
conclusions were reached by Jordan and Hedges (2017) and Kimu et al. (2021), who
found that school-based models strengthen teacher commitment and instructional
practice.

The findings also support Makgato’s (2013) assertion that collaborative, peer-driven
professional development enhances instructional effectiveness. Teachers reported
immediate classroom application of skills acquired through SBTD, indicating that close
professional networks facilitate relevant and context-responsive knowledge transfer.
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This study extends existing literature by highlighting reduced hidden personal costs for
teachers. Participants emphasized savings related to transport, accommodation, meals
and lost income associated with external training. This individual-level benefit
illustrates how social capital not only supports institutional efficiency but also protects
teachers from personal financial burdens an aspect largely overlooked in previous
research.

Conclusion

The study examined the cost and returns of SBTD programmes from the perspectives
of teachers and principals in Sokoto South Education Zone, From the perspectives
presented by stakeholders, it can be concluded that formalizing and supporting school
authorities to adopt SBTD as alternative teacher Continuing professional development
can increase opportunities for more teachers to continue to update their teaching and
professional skills.

Recommendations

Based on the findings of the study and conclusion drawn, the following
recommendations were made:

1. Even though cost involved in conducting SBTD are modest and manageable,
there is need for the Sokoto state government through the Ministry for Basic
and secondary education to provide cash allocation for SBTD purpose. These
measures will enable schools to regularly conduct SBTD which will enable
more teachers to participate during school hours.

2. Given the perceived benefits of SBTD, the Ministry should formally adopt and
prioritize SBTD as the model for continuous teacher professional development
alongside the traditional CPD.
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