PRIMARY EDUCATION IMPROVEMENT PROJECT
TERMS OF REFERENCE (TOR)
for
Design and Delivery of a Teacher Training Program on Evidence-Based Reading Instruction

1. Background and Context
The Primary Education Improvement Project (PEIP) aims to improve conditions for learning in primary education in North Macedonia.
The Project supports the Government’s initiatives to:
· Improve the learning environment at the primary level;
· Increase the number of primary education teachers with proven professional practice in key teacher competencies (teaching and learning, and creating a stimulating learning environment);
· Improve the quality of teaching practices; and
· Implement school improvement plans that use performance data and monitoring tools to improve student learning outcomes.

The project is implemented through four main components:
· Component 1: Improving learning at the school level;
· Component 2: Reform of the monitoring and evaluation of national progress in learning;
· Component 3: Enhancing Teacher, Multi-Professional Support Teams and School Leader Competencies;
· Component 4: Enhancing sector and project management, monitoring, and evaluation.
The Ministry of Education and Science (MoES) is the main implementing agency, in close cooperation with the National Examination Center (NEC), the Bureau for Development of Education (BDE), and the State Education Inspectorate (SEI).
Direct beneficiaries include primary education students, teachers, school principals, and multi-professional support teams (MPSTs).
North Macedonia has faced persistent challenges in reading literacy outcomes, as reflected in national assessments and international large-scale studies, including PISA, where a significant proportion of students perform at the lowest proficiency levels. Evidence indicates that these outcomes are strongly associated with gaps in early-grade reading instruction, particularly in the development of reading comprehension, academic language, and writing skills.
The Ministry therefore seeks to strengthen the quality of reading instruction across basic education through the design and delivery of a compulsory, modular teacher training program grounded in evidence-based best practices in reading instruction.
The Ministry has adopted an approach aligned with the science of reading, emphasizing systematic, explicit instruction in phonemic awareness, phonics, fluency, vocabulary, and reading comprehension. This assignment aims not only to strengthen decoding skills, but to operationalize a comprehensive instructional framework that supports students’ progression from learning to read toward reading to learn across subject areas, thereby contributing to improved performance in national and international assessments.
North Macedonia’s education system is multilingual, with instruction delivered in multiple languages. While textbooks are generally available, access to structured teacher guidance and high-quality supplementary reading materials varies across schools. Initial teacher education has historically placed limited emphasis on practice-oriented, evidence-based reading pedagogy. This assignment is intended to address these gaps in a systematic and sustainable manner.
2. Objectives of the Assignment
The objective of this assignment is to design and implement a compulsory modular teacher training program through a structured cascade model that:
· Promotes an evidence-based science-of-reading approach;
· Builds sustainable national trainer capacity by creating and certifying approximately 120–150 master-trainers (BDE advisors and school-based mentor teachers);
· Prepares master-trainers to train approximately 7,500 teachers (Grades 1–5);
· Ensures quality assurance and fidelity of implementation;
· Produces an approved and scalable national training package;
· Strengthens teachers’ capacity to deliver systematic, coherent reading instruction across Grades 1–5;
· Integrates regular formative assessment to inform instructional decision-making;
· Contributes to measurable improvements in student reading proficiency, particularly in reading comprehension and academic literacy, as reflected in national and international assessment outcomes.

3. Training Cascade Model
The assignment shall follow a structured cascade training model.
The consultant is responsible for:
· Designing and delivering a comprehensive Training of Trainers (ToT) program for approximately 120–150 selected BDE advisors and school-based mentor teachers;
· Certifying these participants as master-trainers;
· Developing a structured and standardized condensed dissemination training package to be delivered by master-trainers to approximately 7,500 teachers (Grades 1–5);
· Providing technical guidance during dissemination;
· Monitoring between 10–15% of dissemination training groups to ensure fidelity and quality.
The consultant shall not be responsible for directly training all 7,500 teachers.

4. Scope of Work
PHASE 1: Inception Phase
Before the development of the training program and materials, the consultant shall conduct an inception phase to ensure a comprehensive understanding of the national education context and to plan for effective implementation.
The consultant shall:
• Review and analyze the existing national framework for reading instruction, including curricula, assessment tools, teacher guides, and relevant policies.
• Develop a detailed methodology for the design and delivery of the modular teacher training program aligned with the science-of-reading approach.
• Prepare an implementation plan, including timelines, cohort organization, logistics, and dissemination strategies.
• Identify potential risks to the implementation and develop a risk management plan, including mitigation strategies and contingency measures.
• Submit an Inception Report to the Client for review and approval prior to commencing PHASE 2.

Deliverables of the Inception Phase:
• Inception Report including methodology, implementation plan, risk assessment, and proposed monitoring framework.
• Draft training schedule and cascade plan for master-trainers and teachers.
• Recommendations for adaptations to the national context, including multilingual classrooms.
PHASE 2: 
Development of Training Program and Materials 
The consultant shall:
· Design the training program based on internationally recognized evidence on how children learn to read;
· Ensure explicit coverage of phonemic awareness, phonics, fluency, vocabulary, and reading comprehension;
· Present these components as an integrated instructional approach rather than isolated techniques;
· Ensure that instructional design supports students’ progression from learning to read toward reading to learn.
The training program should be aligned with internationally recognized evidence-based approaches to reading instruction, including principles consistent with the science of reading

Grades, Stages, and Progression
· Cover reading instruction across Grades 1–5, with particular emphasis on reading comprehension and academic literacy;
· Ensure developmental progression and coherence across grades.

Scope and Sequence
· Align with the national scope and sequence for reading instruction;
· Translate scope and sequence into practical classroom guidance.

Languages of Instruction
· Adapt training content for all required languages of instruction;
· Include strategies for multilingual classrooms and learners whose home language differs from the language of instruction.

Deliverables of Phase 2: The consultant shall:
1. Design a comprehensive modular training framework.
2. Develop complete materials including:
· Trainer manuals;
· Participant materials;
· Structured lesson models;
· Formative assessment tools;
· Monitoring instruments;
· Dissemination toolkit.

3. Develop a comprehensive Training of Trainers (ToT) curriculum, including:
· Detailed session plans;
· Adult learning methodologies;
· Modeling and practice components;
· Trainer facilitation guides;
· Evaluation instruments for certifying master-trainers.

4. Develop a structured and condensed dissemination version of the training program to be delivered by certified master-trainers to classroom teachers.

5. Submit the full training package to Client/BDE.
6. Revise materials in accordance with Client/BDE feedback.
7. Obtain formal written approval from Client/BDE before proceeding.
All materials must be developed exclusively in English.
No training activities may commence prior to written approval of the Client.
PHASE 3: Training of Trainers (ToT)
Target group: approximately 120–150 BDE advisors and mentor teachers who shall become master-trainers.
Duration:
· 3 full working days per cohort;
· Delivered in multiple groups.

The consultant shall:
· Deliver interactive, practice-oriented sessions;
· Model instructional routines;
· Ensure participants acquire both content mastery and facilitation capacity;
· Prepare trainers for standardized dissemination;
· Provide consecutive interpretation in Macedonian, Albanian, or Turkish during the training sessions;
· Issue certificates of completion to certified master-trainers.

Logistical Responsibilities (ToT Only)
The consultant firm shall be fully responsible for organizing and financing all logistical arrangements related to the ToT phase, including:
· Securing and financing an appropriate venue in Skopje;
· Covering accommodation costs for approximately 80 participants;
· Providing catering (coffee breaks, refreshments, meals) for all participants;
· Reimbursing approximately 80 participants’ travel costs up to the value of a round-trip bus ticket.

Deliverables of the Phase 3
· ToT Completion Report

The ToT Completion Report to be submitted by the consultant at the end of the Training of Trainers phase. The report shall provide a comprehensive account of all activities, outcomes, and logistics related to the delivery of the ToT program.

The report shall include, at minimum:

· Training Schedule and Implementation – Overview of the delivered sessions, including dates, cohort allocation, session topics, and actual duration.
· Participant Information – List of all attendees, including names, roles, attendance records, and engagement levels.
· Assessment of Master-Trainers – Summary of participants’ performance, including evidence of content mastery, facilitation capacity, and completion of formative assessment tasks.
· Certification Records – Copies or register of certificates issued to participants who successfully completed the ToT.
· Interpretation and Language Support – Documentation of consecutive interpretation provided (Macedonian, Albanian, Turkish) during sessions.
· Training Materials – Confirmation of use and distribution of all manuals, handouts, lesson models, and formative assessment tools.
· Logistics Overview – Summary of venue arrangements, accommodation, catering, and travel reimbursements, including receipts or documentation of expenditures.
· Observations and Lessons Learned – Reflection on the effectiveness of training delivery, participant engagement, challenges encountered, and recommendations for the nationwide dissemination phase.

The ToT Completion Report shall be submitted to MoES and BDE within two weeks after the last ToT cohort, and approval from both institutions is required before proceeding to PHASE 4.

PHASE 4: Nationwide Dissemination
The nationwide dissemination shall be conducted by certified master-trainers.
Target group: approximately 7,500 teachers (Grades 1–5).
Delivery:
· 2 full working days per training cohort; the trainings will take place in Skopje, Bitola/Prilep, Tetovo/Gostivar, and Shtip/Strumica.
· Fully delivered by master-trainers.

The consultant shall:
· Provide standardized materials and protocols;
· Provide technical supervision and guidance;
· Ensure adherence to the approved methodology;
· Issue certificates of participation;
· Monitor 10–15% of total dissemination groups.(the trainings will take place in Skopje, Bitola/Prilep, Tetovo/Gostivar, and Shtip/Strumica)

Deliverables of the Phase 4
· Nationwide Dissemination Completion Report

The Nationwide Dissemination Completion Report to be submitted by the consultant at the end of PHASE 4. This report shall cover only the 10–15% of training groups that are directly observed and monitored by the consultant.The report shall provide a comprehensive account of all activities, outputs, and observations related to the delivery of the nationwide teacher training.

The report shall include, at minimum:

· Dissemination Schedule and Implementation – Overview of all training cohorts, including dates, locations (Skopje, Bitola/Prilep, Tetovo/Gostivar, Štip/Strumica), session topics, and participant group allocation.
· Participant Information – List of all attending teachers, including roles, attendance records, and engagement levels.
· Training Materials Used – Confirmation of the use and distribution of standardized manuals, participant handouts, lesson models, formative assessment tools, and facilitator guides.
· Certificates of Participation – Documentation of certificates issued to teachers who completed the training.
· Technical Supervision – Records of consultant guidance and support provided to master-trainers, including monitoring of adherence to approved methodology.
· Monitoring Observations – Summary of observations for 10–15% of training groups, including assessment of training quality, fidelity to methodology, and participant engagement.
· Lessons Learned and Recommendations – Analysis of effectiveness of training delivery, challenges encountered, and recommendations for future improvement or follow-up actions.
· Logistics Overview – Summary of training logistics, including venues, participant distribution, and any challenges in implementation.

The report shall be submitted to MoES and BDE within two weeks after the completion of all nationwide training cohorts. Approval of this report is required before proceeding to PHASE 4: Monitoring & Quality Assurance.

PHASE 5: Monitoring and Quality Assurance
The contractor shall monitor between 10–15% of the total dissemination training groups.
Responsibilities:
· Develop monitoring tools;
· Conduct in-person observations (the trainings will take place in Skopje, Bitola/Prilep, Tetovo/Gostivar, and Shtip/Strumica);
· Assess fidelity to approved methodology;
· Evaluate trainer performance;
· Provide structured feedback;
· Submit a comprehensive monitoring and quality assurance report.

Deliverables of the Phase 5
· Monitoring and Quality Assurance Report

The Monitoring and Quality Assurance (M&QA) Report to be submitted by the contractor at the end of PHASE 5. This report shall cover only the 10–15% of dissemination training groups that are directly observed and monitored. It provides a comprehensive overview of the quality, fidelity, and effectiveness of the training delivered by master-trainers.

The report shall include, at minimum:

· Overview of Monitored Groups – Summary of the observed training groups, including locations (Skopje, Bitola/Prilep, Tetovo/Gostivar, Štip/Strumica), dates, cohort allocation, and participant numbers.
· Monitoring Tools Used – Description and copies of structured monitoring instruments, observation protocols, and evaluation templates employed during the observations.
· Trainer Performance Assessment – Evaluation of master-trainers’ facilitation skills, content mastery, and adherence to approved methodology, including strengths and areas for improvement.
· Fidelity to Methodology – Assessment of how closely the training sessions adhered to the approved instructional framework and standardized materials.
· Structured Feedback Provided – Summary of feedback delivered to master-trainers during or after observed sessions, highlighting recommendations for improvement.
· Training Materials and Session Effectiveness – Observations on the use and effectiveness of manuals, handouts, lesson models, and formative assessment tools during the observed sessions.
· Lessons Learned and Recommendations – Analysis of challenges encountered, successes observed, and actionable recommendations to enhance future training cycles or replication.
· Logistics Overview – Summary of venues, participant distribution, and any logistical challenges noted during the monitored sessions.

The M&QA Report shall be submitted to MoES and BDE within two weeks after completion of the monitored cohorts. Approval of this report is required to confirm the quality, fidelity, and effectiveness of the nationwide dissemination phase.

PHASE 6: Final Phase-Sustainability and Institutionalization
The consultant shall provide a sustainability strategy including:
· Institutional embedding within BDE structures;
· Capacity transfer mechanisms;
· Trainer recertification recommendations;
· Guidelines for future updates of the training package;
· Recommendations for integration into pre-service teacher education where applicable.

Deliverables of Phase 6

· Final Report
(This report shall provide a comprehensive overview of the project implementation and its outcomes across all phases as well as a sustainability strategy and recommendations for institutionalization of the training program)

5. Duration of the assignment and reporting requirement
Implementation period: Contract signature (tentatively September 2026) – 31 January 2028.
Milestones:
	Phase 
	Deliverables/reporting requirement
	Indicative completion of report
	Acceptance of report
	Form and language

	Phase 1
	 Inception Report including methodology, implementation plan, risk assessment, and proposed monitoring framework
	30 October 2026
	15 November 2026
	Electronic form in English and Macedonian language

	Phase 2
	Training materials 
	30 November 2026
	31 December 2026
	Electronic form in English language

	Phase 3
	ToT Completion Report
	15 February 2027
	15 March 2027
	Electronic form in English and Macedonian language

	Phase 4
	Nationwide Dissemination Completion Report
	15 July 2027
	15 August 2027
	Electronic form in English and Macedonian language

	Phase 5
	Monitoring and Quality Assurance Report
	15 August 2027
	15 September 2027
	Electronic form in English and Macedonian language

	Phase 6
	Final Report
	15 September 2027
	15 October 2027
	Electronic form in English and Macedonian language



All deliverables shall require written approval by the Client.

6. Intellectual Property
All materials developed under this assignment shall become the exclusive property of the Ministry of Education and Science.
All intellectual property rights, including copyright, reproduction, adaptation, and distribution rights, shall be transferred to the Client upon final approval and payment.
The consultant shall not reuse or distribute materials without prior written consent of the Client.
7. Data Protection and Ethics
The consultant shall comply with applicable data protection regulations.
Any data collected during monitoring activities shall remain confidential and used solely for purposes of this assignment.

8. Minimum Qualification Criteria
9.1 For the purpose of shortlisting the consulting firm shall possess the following qualifications and present documents confirming the qualifications:
· Be legally registered for at least 5 years; (evidence to be submitted with EoI: legal registration documents)
· Demonstrate minimum average annual turnover of EUR 500,000 in the past three years (2023, 2024, 2025); (evidence to be submitted with EoI: relevant financial statements issues by authorized body)
· Not be subject to bankruptcy or insolvency proceedings. (evidence to be submitted with EoI: relevant financial statements issues by authorized body)
· Have at least 5 years of experience implementing teacher professional development programs in primary education. (evidence to be submitted with EoI: detailed reference list prepared by Consultant)
· Experience producing training materials, manuals, or curricula for teacher training. (evidence to be submitted with EoI: detailed reference list prepared by Consultant)
· Prior work with education government bodies or equivalent education institutions. (evidence to be submitted with EoI: detailed reference list prepared by Consultant)
· Experience working in multilingual or multicultural educational environments. (evidence to be submitted with EoI: detailed reference list prepared by Consultant)
· Experience handling logistics for 100+ participants simultaneously (evidence to be submitted with EoI: detailed reference list prepared by Consultant)
· Demonstrated experience in designing or delivering at least two nation-wide or multi-regional teacher training program. (evidence to be submitted with EoI: letter of reference from Client/Beneficiary)

9.2 Consulting firms that are shortlisted shall be required to provide the following team structure:
Key Expert 1: Team Leader 
- Master’s degree or higher in Education, Literacy, Applied Linguistics, Educational Psychology, or a related field.
- At least 10 years of professional experience in literacy instruction, curriculum design, or early grade reading program implementation; 
- Demonstrated experience leading complex, multi-phase education projects. 
- Relevant experience in at least one country with a score over 450 in reading according to the Programme for International Student Assessment (PISA) 2022.
- Direct involvement in PIRLS (Progress in International Reading Literacy Study) or PISA (Programme for International Student Assessment) activities will be considered an advantage

Key Expert 2: Instructional Design and Training Materials Expert 
· Master’s degree or higher in Education, Teacher Training, Instructional Design, Pedagogy, or a related field. 
· Experience using adult learning methodologies in instructional design, curriculum development, development of training materials, instructional guides, and professional learning resources for teacher professional development or ToT programs.
· Relevant experience in at least one country with a score over 450 in reading according to the Programme for International Student Assessment (PISA) 2022; 
· Demonstrated knowledge of PIRLS or PISA reading frameworks and their instructional implications will be considered an advantage
· Understanding of evidence-based reading instruction and experience in multilingual education contexts will be considered an asset.
Key expert 3: Quality Assurance & Monitoring Specialist
· Master’s degree or higher in Educational Measurement, Assessment, Educational Research, Statistics, Evaluation, or a related field. 
· Experience in developing monitoring tools, observation protocols, or teacher assessment systems.
· Experience in monitoring, evaluation, and quality assurance of education programs, including large-scale teacher professional development initiatives. 
· Relevant experience in at least one country with a score over 450 in reading according to the Programme for International Student Assessment (PISA) 2022; 
· Demonstrated knowledge of PIRLS or PISA reading frameworks and their instructional implications will be considered an advantage
· Understanding of evidence-based reading instruction, experience in multilingual education contexts, and experience working with government education institutions or international development projects shall be considered an advantage.
Key experts 4-7: Four (4) trainers, with Master’s degree or higher in education related field, with demonstrated expertise in teaching methodologies and large-scale teacher training delivery, and understanding of national education trends, policies and legislation.

9. Procurement and Contract arrangements
The contract for this assignment will be until 31 January 2028. Expected start of services is September 2026. The Consultant’s team is expected to work in the Republic of North Macedonia for the duration of the training and monitoring.  It is estimated that the work will include a total of 400 key staff-days for the duration of contract. The contract will be on lump sum basis, and payment shall be based on the deliverables as per agreed schedule, acceptable to the Client.  

