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~ ~ h~~ PROJECT EVALUATION-SUMMARY 

EDUCATION SERVICE CENTERS' 

~,~~~- ,~ Prolect No. 527-0 148 

c 4 Ki - " The prjetperoe ist teeb, 9fl an exprmna iir h 

Aabiit~y'of centraliued oenters ( ,C) to, inres th6uai 
~4availability :'nd use of educatiLonal servics, fturx schoo dstriit 

Truji16'WHAChCoPoo 3'AMYu~O$ and g d 4 ferm.. Caicada r stn 
{ 4 i4g geographic and socoL-'monomicrelts Ir eetd.a hwe 

minim mix of projetuites necessary for tetgthi'UConspo, 

The Prjc was designed to beilfnedoe~u *mrso All 
4W-h­ cehnftest ers tobe constructed), equiped: ad:rsd-o ro ~'n9:s 

diGnts by the and of 19~Tefinal -tw yasoihf rja'sr', 
be operational) spet n euainl' x~ f h'- -hused~tevaluate 

ZSCs, :We to deas in ojec LW60nain_4aie' i' ­
this evaluation, t'vo centers wiloe n i- 91 w, n ery 92' 
Therefort' 'the Project is ovr toyer 

SThe M iOsAnowvin h rjc roiyadfrtswr
During th' atIu:months of 1980p subsaniLpeti ad-

Svanoes vere Mide andh --- odlwapacd4-----Nti0iaDveo­

beleys tatprospects are good for successu h.emt"fh,


~34A4-4 inteest and support.


This fomatvevalio w0as odctd orderwom"U'h 
pope of- the Project against the aqt eto the adt,3.-4 3 

s4-l a ag hscl 0dlwt r 0s. 

- 4noa12 xSeW4 n schools 
4 

- 3,4s, 0t pam cost, 
the alentL,-povda 

-33 A IOW 
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adveformation sorcs inqP ficial)project
p*3rn..h'ealain 
 

cil ncoia­from~lioter insiutondscted~h biinPxo ia~dowit r he 

11aangExternal o5. iowar 

Proevcee4 b theinlo o~ua citenters~(he projectn 3Wagn nvfZio 
ronlytorbngenrseucag4 oermn Thennlt. G~@Ql~dOP'se 

caratrie by houaiohorc.uint ensty.Drng theN-pra21oje, design#:~Q~o
requestdadig aSZurl- comand USarNrl becauszpr~edl agee thi 
conciedrnwite and nrellana t target Anepogam onsthiscrua 

bease asoothet ntttr ostdet deasith cos of th.eCl 
pe uentevalatioinrrcnesThe beaestimates ~ th er isu­
dent, cosd dnterrauetrswlrige theoese Steubn etr. 

Afe wleyar fmltr oue,Per7 rtrned t deocrti 

15.rnn ixenIactors.A iiingV fn asIn uy s*Utdo 

allac~je ie. thete oeff a*hadtostdyth4fl@4U5W~ti Po­
diyctprior 0ftot) Thchan ij qwxmi asos oeyer' elytheo e & 
orignalc hat wsnoeptws4-inea behind schedule Thi combinet.d 
wit the trsabs-4-esn cosrutoncasoM rdce 

parentIthatcoth onreess Iatontrct ooqpowtgvam ual--

Jactrt Eoomistof lut~athr*'ena4LsG. repermit oonsuinoIaS 0 
cuidnot searchs poropoit~onatly a *mgiew<carwWLtLn d 
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Byymid-1i989 a solution had been'worked6 out wich 'Pemited con­
stuction of all four centois , 3I0100 soles ($1JO100 

Aextensive reprogramming o projet-fnds are u.Cat­
summarizes the rergr6n results. 

~i The technical. assistanc (TA) component'was reduced rom $W,000 
Sto $124,000.' TA speciality ares were maintalnd but were -reduced'i 
duration fromu63 to 39 person-MOnths of soivies. (Soo Chart u1).

duiT kue h reobut'did o in th opinion of th eva.­
uatorl~.opardie accomplishing the proj 'ot goal. and purpse. Th 
quality of TA' has been, qo bu* the asitnehsbe~hr-am 
limited in scopeifand its effecthas not been cumuatve Usolog
tem ThwiuiihertoLi together some oftewoko previu cosut 
ants and focu's the TA effor*t more closely on the overa2ll diL'eoton of' 
the Prject. 

Traiiin the United States waut fom 1000(6pri­
partcipantmonth) . rpants-months)~ to $45#000, (18 %46otriing 

was cut from.465,000 to $36,000.> (see Chrt III). Gie te @care 
aount of resource s avalable for trainng theWXin seriou1s . on­

sideriniq oliminating . 11U.S. training. Itfeeolarta t~ rerons can­
be 'trained longer amid. ore th~oroughly by training i-ountryl,utilizing 

-becaridot ndr LNZCOaupices. Th ri.ginal proeo h
training oomspoent~* met within the lmtdbudget availableica 
 
the HM'ts pan ifollo%*d 

Commdity funin ig wasnrs fo $34,000to#5fO.Zui' 
sentlits;are being. finalized now but needt b&e rvo~ oisr 

proer i vth the curriculum# shop and orxoyarsas that have 

been or ane being constructed. TA will'be neede to carry-outiIs U
The 4500, l.b'sufficient to:buyi the basic4qipene,edto
Initiate activitis at ,the four centers but additionial funingvr b
needed to fully *quip the centers. The GQSis irchinq for a soeo
of additional funds for equipient.1 

Construction costs have, esoatodn an Uprobsie mannor sinb
th" project was disJqi ed (4sIeq.Chait IV). The neiajust4Jbugi
provides 079,109,000.Soles ($2,204 0io eopsrtontmmour

l~d4-sol?0sI$233 p9)centeveo, Ti inc 2 es ($233#000)*xoe thle crdia, 
09 cnrbution$ 381570soles ($1#321Q@ f=.M 
 hE00u~nterpart h 

10 iz. Mo?Ltle I W n d 210959'000 Soe9$0 00), Im te 
4~AM Grant, An aditional .2501M mte 91 P -ibrra&al 

460 Title I budget Tese fundsare rfi nt'to fullyfn1teo
struotion copent through thse an fth roet 

~Althoug tbos were siniat delas caused by .5bes 
titllrq, ohanges inplush w~iain rd awt~f 6*srkin,

S W sitoso thin 00p? t nut cmtot &Ww led.,o~h'Gntuto 
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e mkingplas t'met 'aditona inut commitm~ents~re­fundng.it 
 
l.ated'to the provision'iof personnel,.operationa costs, muateri.als, 
maintenance otanotesuhim.a 

47~ otputus 

ouptstrgt~o 98 av o been met because the Project is 
ewo yeasbehin schedule. Most of these target illU be met by the' 

adof 1981 (Gc etion wilbe2 evalua.tion targets which won't be met 

linkinig project ~Inputsa to outputs 

in.This assumption, remains: valid. ThsMe'ha identified a consider-­
abenumber of science tachers who are already qualified to teach. 

simlr-lstofvoctional teaches b~eing prepared. These candidates ~ 
will not need eite setrai~ng -in the ir spectazlity fields but will 
need orientation trainins un: the ESC concept and may require ref rasher 
training in their specialties, 

~ ~b. Construction ma~terial an~d school equipment prices il remi
reasonable. No valid. Increased costs have fre' etutrn
of the oiudget endo lenealAiiting of the scpe of the Project , Sm 
of, the chanpes -Madie due to2 the utbacks have notyet been, aequatelyt
documnted in project. tiles. The 'eruvian Intituate o dctoa 
Promotion ,(ZP1K) admLiiters rIJeca fns and responsitle'frcn

the cons truction 'and eviion of constructionTht the tour, 
sites. IPF, should be. requested,,to adequiately docu.mnt all changes in 

atracting 

construction plans ad spectfications. 

c. oreip .prtLse avaI1~ble~to adapt the ZSCconcepit to th 
Peruvian reality., Valid* TA, i nera haben aialad c4-

Too Limiting, factors, have- baibLted full achie~emet of this 
assmionfi irhs the c t~ edce 

7lent. 

~t,, daption ae S tou fa-

Second, tliht control'of project planning by the HOE'S Plan­.sistance.:ass~ton. Frst, heZ'Abudgt noths e reuret uWo s 

each center. ~TAI, ors .than, any other effort, hae forced teic.of

sion of local reality Into, project plimingactivities. But, because 
of budget cuts ithe, UA has beenspo radic sai to sow exent, ui'r 
nated, The provision of a loaluterm consultant stationed ina TruillSo 

.would correct' these da t~ciuies 

Th urps of th~ rM e ts to test on ilald 
basi toe I~@WA to Inis" a~il avAd tan 

;noof 0edw fai Sto and adut Is "144,h 

wtten inO 197 a-llaidta yte n o 91ts 

r i 
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AND ACHIEVED OUTPUTS 

PLANNED BY 
 

1981 
 

4 
 
4 
 

4 
 
29 
 
8 
 
2 
 

12 
 

4 
4 
4 
4 

4 

90 
 

26 

6 

5 

5 
5 
5 

ACHIEVED



TO DATE



2 (constructed)


0



0


14


4 
1


4 
0


2


2 
0



0 
0



90



26



12 

0



0


0


0
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concept would have been tested for two years and the@ purpose of thPro­
jetwudhive been acivd This will not be accomplish~ed within 

Sthis timeframe but isachievable by'theand~of 1939 
TheiPP clled for substantia1 remodeling 'of exsting buildings 

,6470-squ aemat a -i -Trujillo -ad 42_ aroarsn CA chicadn 
based upon -several studies byprivate consulting f irs, S JI~I-d stu­

> 

tural~atudisscarred ouit2duriiig,,rjc implemntation led to the con-~<-

clusion that remodelnwa oprdnt, Project implemetation was 
delayd to do mplete iedesigni fi these two centers. Ariitectural2> 
advisors trom CQ?4ESCAL~toldi project architects to up- gr'a preliminary>s 
designs to a more. sophisticated! level axid toadd more squara usters of 
construction; than was originally cnteplated.~ These changes wers re-
Jected by the MOQE, requiring 'more raesisnand delays. Additional des 
;lays were encountered wheni the 4wmity of Cachicasdan-acquire4 a better 
construction site after the~final design for the old siti ,was completed. 
This required another'new design, __As a result of these ind:,otherdelays,v 
the architectural design phase required almost a year rathr than the, 

iy 
-'"'~planned three months,. 

Tebid procedure for consrucionuof tnefour cnreriz as ini.-,

ated in the Spring of 1979.- Over thirty firms responded. Seven were 
prequalified and bids were opened Juon25 .1979. Th lowest respou 
sive bid was 20%under all other bids bu was still almost $8OOO000 

H 

mlKabove available funding due to change 	 i :,dencreasesJ iuua 
mters of construction, elimination of, reim4e34uig&in favor of now con­
struction, and inflation. Project fuands were only' sufficient to con-~~ 
struct two of~te four centers.. .Acontract for the first two centersigned in September 
struction cnrtsfrthe second set of two centers were signed in~A ~ 

The above paragraphs idctthteeorgnlproec esip 
was faulty and that major, problem and deficiineies were encountered ' 

during the initial year of imleentio6:hatsvrey Q<Zdolayed the 
progress of the Project nd reduced Iitsiicop' Desoits the~changes 

­

in*plans and speifications and thoimdificition of som E018 target 
!,,+i+ + 	 '. .+ 2' 	 ++i+i?++++++++i:+, are considered boebegood desorip­the 5018 conditionsa -til-figures, 

tions of what should exist when the, project purpose is okchived. 
Progresis towards andlor uodification in ~ each 318 condiin follows. 

a, Three types of ISC# should',be inoperatioc in fouir school-'dis-{ & 

tricts serving acombined student andladult population of 30,000. 
four! centers vill be functioningn 'nfour A more 

' 

scho~ol districts. 
realistic.estmeto of direct bensfioiaiie- over thes hort-tomis, 15,000. 
Over tioe, the numberserved wil approach the P esasite of 230 009. 

b.<Th second LOPSUao servicere" to be provided; includin Job.­
skills t gL?O rlm-, 

----	 l - 41, 



an~woricahopa, Audiovis'ual support rooms, health rooms and physical s 
tucution facilities,~ Key job skill! training- workshops and natural 
and physi.cal science laboratories werIaeretained,.but many~of the o6tber 
areas were eliminateddu 'to lack& f~funds.;i~ny of these cutbacks 
were Justi.fied by focusin$:pr6j ctI tivitiesi grades 7, 8,and 9 

_--nsed ot rds--tr-i P.-The __tijhta 
iproject focus brings the projecidsg moocls in line wiih the ,~~t 

originalGOP concpt of an ESC and it enhance$tthe chance4 for lastinwg
Project impact' by concentratinS efforts 'onthe :age-level wheire the mos 
impact canbe made utilizing thi patcua prjccnet 

c. Trained Peruvians from the Eighth Educational Regional offices 
will be able to carry 'out additional training with minimal outside as­
sistance. The evaluator was impressed by the quality of th&eAighth 
Region staff associated with this~Project. Mayhave bezd'volved 
since the earliest plannin~g stages and fully understand the ESC con­
cept. They are capible educators and should have no trouble fulfilling
this EOPS condition. 

d. The PP projected an ESC staff of 90 teachers (18 new hires) and 
26 administrative/support personnel (all new hires).,' Initially, no 
more than 50 education and administrative 'parsonnel wilLWbe needed to ~ 
staff the four centers due to cutbacks inthe scope of the ?ruje7 &.4, 
M~any of these people can be foun4 ''within the system' enablUngtheq 
MOE to pick 'known quantities' for key poitions 

a. The evaluation of the ZSCm and their~lupact on education services 
wilbecoleted at the aend' of the PioJect.,:-Thi original 0plsaas to 

have two full years of active' proj ect lite. (1980 land 1981) to evaluate 
the centers in operation. But, by the ?ACD,,(arch41982)' only two of 
the centers will have been inoperation (6 mowuths) 'and &h other two 
will just be ready to receive students This Vill not form anadequate
base for evaluating the impact of" the. Project. 'Evaluation vill either 

to take place after the AID funding life of: the 1ProJ*ctowthe->have 

PACD will have to be exatended for one year.- The. evaluator , recommends 
* following the first alternative and funding ev~aluation activities uing 

f. ?Lnally, a series of lOPS inusurements were outlined for,,,detexus 
in$ the impact of the lace on learnin', and achievement, occupainl
aspirations', 'Job possibilities and 'on 'osts of),education. The vl~o 
isnot aware of any systematic cooledtlon of baseline ,data thaI Ii in 9 
carried out at 'this :time. Without baselineat&a6,o 1sit mwuremnt 
can take place." TA should be. provided toasit he, MOset' up an.,

"K'""evaluation schwae and initiate baseline data collection activiis 

Allasumpios lnkalproject outut*topurose*an alid, 

"Vit' h t' rduced 'scope 'of '4the project the GO? can realistially "tee 
4' these assumptions.' 

72;
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'The 	 goal of the Project is to make the education'system more re­

~-- sble to,measure thelProJect's-impact~on the l.evel of schoolenolment,, 

V. 	 i owever~ two:-elements, important fo jgciF1-ieemsnt seem to b' 
smewat ff-track,- both .relsted'to project )benficiiri4, First, the 
-

PPsS Iaay aocian,dCartasW'that the mjority. of beneficiaries will 
be f rom low income families Zand that ediicstion1 a ilitius Aailable 
to them are suab-standard. Som&a schools with 'deqai a but under u-tilized~ 
space and equipment are being consdered for inclusion~in theTujillo 
system. Second,.the effort to uiska the system more respositweby,, 
eliciting -comunity" participation diiing the constructioti phase, andV 
by involving the-commnity, local snd:regional )I0I officials' i.n th-e>41'-­
programiing and planning phaeehas, been' weak, At- this poist the Pro 
ject is being over-cotrolled by the,'Central Hinistry. OSPE has not 
allowed:Eighth Region-of ficials to partiLcipate in project dMcitsao? 
and because of this, the Project is not'being as rsponiive as it could 

~be to the uniquesocio-culttiral characteitstics and educational needs 
of each. center site., USAZMvsbud euctrpftUR 4eatcpto
role for comiunities., This.'em best~ be ~-accomlse through provision 
of long-term TA,& based in Trujillo raher ithan Lim. 

assumptions linkinig project purpose to goal are still valid.
-The 

We is, committed to the-concept of developing re lev~ant e-,sducation 
-. 

-The 

progrins for disadvantaged Peruvins and.resources have been forthom 
Ing to implent program in~ disadvantaged areas. On~ly after a ;yesar ~ 
of actual ESC operaton can'it be determined tha the Center's opera­
tional costs are manageable for the GOP''':The MOE remains comitted~ ~ 
to dcntaliation and is planing to, de'centralise educational plan- ~~ 

------------ -- even mots by putting more 
 scol r trthanning responsibility on 
on nuclear centers.--------------------4


real test of the likelihood of achieving the Project goal- is 
AThe 

still far into the future. The goal will nt be reaced unlss the 
--

pilot activity is replicated on iesce. The-COP has taken, thea 

first steps tovarda this by elievatin rotole of the 'projecet to 
a level' far above that of the prev.ous, gvnman-t I by accleating the 

SImplementation schedule so that the i5CSacsn op44tor opertiostearlier~ 
Sand be evaluated sooner, and by keluding ~the 380cnepl its sco 

-91195Sstrategy. statement in the ?ational DoeometPa for 

21. 	 Inplanned Effects ~ 44-~~ w ~­
N-ot pertinent at thi t-, . 

1.24'22. 	Lessons Learned 

$otpert7 ,,inent at this time.2 ~t 



1~10 

Foloin the, reommndati~onsI~tEI~ha 

Action 

trainiMg squipment'and T~ 
componentsMO 

Hire TA to doesipn evaluation7 
scheme for determining *duca­

educational costs# et i(3-.5 ' 

HIire TA to study con~struction 
costs Ifor tIC as compared to 
ZSNP and Hot for'c a.ccoumt con­
stxuctions omput. :psi~student~-~ 
costs and oompart with PP 
tigures (3-5 weeks) 

Trujillo (6-8 manth) adidnis­
tration and curri~cuum0, 

and actions resultin fro this 

Agnc'g~aton 

USPAID and 

at 

USPAID /1 
-

i 
USI 78 

-

--­ ' 

UMD 

> -

%ainleducationbcgrndl~r~~4 

Hire TA for curriu ium aea 

Ming local TA to fina~sO 

ILuipIe.list. (Imanth) 
Mov operational cnrlof 
project to Trujill)o 15 

Re!~quire TuLio to de 'velop*
opsrational and administrative I 

-plafoh b r all-centers'I 

p-'Iart~iiating satallite: scoo 

I--- an a) low incooko aId:,b) 
-- A-4--'lack lofpspace and equ±psant 

6aincostrctin Pase 
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Encourage more 
participation 

community MOE 4/81 

Do impact evaluation in Oct. 

1983 utilizing PD&S funds; 
don't extend PACD 

USAID 10/83 

This evaluation consiists of 11 pages, incluJing a cover sheet summary 

(PES Part I) . and te following ittachments: 

Chart I - All) Contribution to F;C.i (Roprog.a ned Eudget)


Chart II - TechnicaI ,\i:+1:+tdmct Reprograming



Chart III - rraining Repro.gramming


(Lart I V - Cown t r'ict ion 7,-,,i for ESCs


Ciart V - Eipino ReporL





A.I .D. COUNR~UTI2N TO 

EDUCATION~2:I~1 c11n'cps 

PROJW-2T NO. 327-dimW 

(In thou!;.aL.j or dollars 

CHART I 

Oriq'llProposetd 

1,)77 trinuq 

or1A1.­tt 1njsj 345.. 45o.23 105.1(i 

II'390.0 i, 0. 0­



EDUCATION SERVICE CENTEFS



PROJECT No. 527-0148 

(In Thousands of Dollars) 

TECHNICAL ASS ISTANCE 

Conz~ult ts ,uidior Original 
1Proqrmnuijn ]2t) 

Sp~t'c*11t. .24 :'3ntri JI 

VO c a t I 5,;I aI i| , :tI IlI 

Spec1,111..t 16 monthi 6t0 

1 clenmce .1,1tc'Atl 11 
t.C~lktit mnontilu 40 

1 l,|l¢,tl~l|:~l :m; 5month64 24 

l: c l. I month $ 5 

j taa I wimotho $ 40 

320 
Av4 1 1,1 po124
 

CHART I I



Current 
Programing $124 

12 month 0*(USA) 

6 monthsi$ 32(USA) 

6- molillh $ t (1, 0ru, 

2mnhS21,u 

2 month (1( tu) 

10 monthb ('Poru) 



EDUCATION SERVICE CENTERS 

PROJECT No 527-0148 

(In thouwandi of dollars) 

TRAINING 

Trining 
I 

Original 

Programming 

In U.S.A. 100.0 
(46 p/m) 

In-Count ry 
Training 65.0 

(workshopi, 
!icminarsi) 

Tot4l 165,0 

CHART III



Proposed
Adju ed 

Pogrtding 

45.0 
(18 p/m)



36.0


(3 workshopa) 

81.0





CHART IV 

CONSTPUCTION COSTS FOR ESCs (soo(') 

Center PP Projection Actual/Estimated Increase 

Cachicada 150 733.3 389% 

Huimachuco 210 444.4 111%



Pacasrayo 445 677.4 52%



Trujillo 305 408.4 34%






