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EXECUTIVE SUMMARY

This evaluation is the fourth since October 1981. The first, while gener-
ally approving the experimental approach, expressed reservations concern-—
ing the strategies used in the practice and review activities. The next
evaluation, specifically commissioned by the USAID Mission and tLe GOL/MOE
to resolve issues raised in the first effort, gave the IEL system its full
approval -- its two team members were internationally recognized experts
in programmed instruction and instructional design systems. They judged
the materials done at that time to be on a par with the best available on

the world market.

The third evaluatien, the regularly scheduled Mid-Term Evaluation, found
both previous evaluations to have been competently done and subsequent
project development to have been successfully meeting the requirements
specified in both. That evaluation alsc recommended an amendment of

£2,000,000 and additional time to reach project objectives.

The current evaluation finds that generally satisfactory progress has been
made toward End-of-Project-Status (EOPS),'and in fulfulling the recommenda-—
tions of prewvious evaluation(s). It suggests the project team should, how-
ever, look careiully atr (1) whether direction of the project is coming

fxom the fleld (to 1nclude the Liberian government and the USAID) or from

- ’, the contractor-s home offlce(s}, (2) how the project might attract addi- .

il s *

t'onal capable,leerLan profe551onals for . staff positions, and (3} whether

-'._ n-n

éuﬁ'—
%“*the-ﬂec151on to ubdxv1de lnstructlonal matexlals into a large number of

completlon,mand a budget -Eor these activities. .The committee suggests a

] modlflcatlon 1n ‘the dlssemlnatlon plan outlined in the original project

paper that is more in keeplng with current ILiberian realities.
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The last section of this evaluation presents an anglysis of project manage-
ment performance. In general, it finds it adequate, but suggests improve-
ment in: (1) all types of communication; (2) USAID surveillance of project
activity; (3) contractor attention to, and concern for, input from the
field; (4) AID/W performance in its support function; (5) Ministry of Educa-
tion effort to meet its agreed-upon committments; {6} effort by the Liberian
Project Directdr to master necessary technical knowledge; and (7) Steering

Committee performance, i.e. in holding reqular, substantive meetings.

While identifying problems needing correction, the report concluded that the
IEL system can make a significant eontribution to Liberian primary education
and should be supported in a manner that will allow it to reach its stated

objectives. .

Note: The Scope of Work for the full evaluation process calls for three (3)
separate parts: (1) A review of project status (this section}; (2) an i .

o ana1y51s of 1982-achlevement test results, by Dr_ Klaus Galﬁa, an, 1ndependent :l,

e

the pro;ect, and (35 an’analysis of the’IEL system s

Douglas M. Wlndham,1consultant, State1 nlversxty-
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IMPROVED EFFICIENCY OF LEARNING PROJECT
EVALUATION OF 1982-1983 ACTIVITIES
April 23, 1983

The project's stated purpose is "to develop and establish systems to- increase

the effectiveness of instruction by elementary teachers.” (To include both
materials development and teacher training.)

Background: This is the fourth evaluation since the project’'s implementation

in January, 1879. The first, by Dr. Robert Jacobs, November 4-28, 12281, was a
regularly scheduled review of the effectiveness of the programmed lesarning
process that was being developed at the project's site in Gbarnga, Bong County,
Liberia. To those on the outside or periphery of professicnal educational
development, in the past programmed learning has been usually considersd an
individual process -- individual learning, self-checking with immediate feedback
or corrective acticn suggested, arranged in a sequential pattern. The IEL
approach,* rather than using the individual as the operational unit, has
developed a method of programmed instruction for groups, using social interaction
as its basic element for motivation, te insure control, to precipitate insight,
etc. In addition, the IEL process, in grades 1, 2, and 3 has suggested that
effective instructional modules for those grades can be teacher mediated (prepared
for teacher presemtation), but written in language that is typical of each grade.
It is claimed that the use of these modules by a teacher will not only be
beneficizl for primary schocl children, but will also be an effective tool for
;eacﬁer training. Also, it is claimed that only a short two or three week course

is needed to train teachers to use the materials successfully.
: s I

Eécéhs_féund a great deal of evidencé to suppcit the contention that the IEL

ata

Eﬁfﬁ*éppxb&cp:ﬁbhidﬁgé?sﬁﬁcéésfulu5 He had, however, a number -of factors that he felt
" needed change and/or improvement, i.e.."™fhe teaching portion of the PT management

system is operating very well, but the practice and review sequences are not."

" As Jacobs had pointed to other short-comings in the basic elements of the IEL
process (and had also offered suggesticns for resolution), both the USBRID and
GOL/MOE felt it necessary to seek further advice on the effectiveness of the IEL
approach. 'Two experts with international reputations and experience were asked

*Por a detailed contractor description of the IEL system, with definitions of
terms, please refer to the annex starting on page

-
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to come to Liberia for the purpose of determining the effectiveness of the IEL
approach to programmed instruction in the Liberian setting. They, Drs. Robert

Morgan, of Florida State University, and Grant Harrison, of Brigham Young .

University, arrived in~country on February 8, 1982.

Following an in-depth, on-site evaluation their conclusion was that’'the materials
developed in the IEL format were uniguely suited to the Liberian situation and

were equal to the best currently found in Western, developed nations. These
findings, perhaps because they were so high in praise of the system being
developed, seemed to raise serious guestions as to their professional validity.

In all honesty, however, 1f£, through skepticism, the combined work of two
internationally respected experts is to be disregarded because of its very positive
nature, then the entire concept of evaluation by experts must be brought into
guestion. Both Drs. Morgan and Harrison, through long careers, have proved their
professional competence. It must, then, be acceptsd that the materials developed

under the current process are not only acceptable, but of unusually high merit.

This assumption was borne out in a regularly scheduled mid-term evaluation,
April 8, 1982. This third evaluation, while suggesting minor improvements in
the development process and project implementation, found the materials uniguely
suited to local needg. Except for pointing to some minor errors in fact and
some illustrations that were,not consistent with fural Liberian life, the report

‘concluded. "The committee recommends additional time and funds be allocated for
the progect." A -

- - <y ey ek R e s LR

The current evaluatlon was planned by the MlSSlon to check the validity of the

EEERN
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T ~comm1ttee met several txmee as a full commlttee and also in sub~groups during . N

the weeJ{ of.Apm.l 1145 J.és:a “+6 establ:.sh frames of reference for the

evaluatlon and to obtaln:nEeded background data. It then sPent £ive days, .,-f

- Apr;l 18—22 in Gbarnga at the progect smte. Durlng that,txme; it rev;ewed

_-..‘_ﬁ_“.,.._...... o

nterv1ewe§ the Pro;ect D:.re.ctorr the Contractor 5 :;_ -

-

fgfz'avallable project documents

Chlef of Party, and oﬁher leerlan government and contractor” profeSSLOnal -l
personnel By dlvzdmng info three separate teams (each team contained at least

e ] one member of the evaluatlon group and one Liberian member of the IEL staff),
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22 schools were visited —— nine IEL schools, including the Laboratory School,
six Optimal Conventional schools, four gtatus Quo schools, and three rural

schools not in the project. At each location committee members observed

23

classes, interviewed administratoxs, teachers, and students.

1. REVIEW OF OUTSTANDING ISSUES:-

A. April 1982 Bvaluation Recommendaticns: The committee’s task was to review
with appropriate project staff members the progress toward the 16 recommendations

made in the last (March-April 1982} evaluation. The results werz as follows:

1. "The committee recommends additional time and fumds be allocated for the
project.” The current gyaluation committee agreed fully with this recommendation.
The first action takenfduring the‘%ast vear was USAID's preparation of a $900,000
« < contract amendment whlch fully committed all availakle project funds, $5,186,530.
- 'if In addltlon, the Steerlng Commlttee met several “times to study the contractor's
suggested revision of the Llfe—of-PrOJect Plan, presented in May 1982. Currently
at issue are contractor recommendatzons of off-shore training programs for
writing and edltorla} personnel, seemingly -endless additions to, or alterations

wJﬁﬁP'”;'Of, theminstructional mqterials at all grade levels and repairing rather, than

s

.replac1ngApr03ect-vehlcles. A financial review of contractor expenditures
= .a-f 3 ‘T_ M‘a,,«_, ftu' o

onducted,by hmpmriﬂi Eittle and Assoc1ates-under an AID/W contract in
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CATEGORY ) CURRENT BUDGET INCREASE REVISED BUDGET
I. Salaries & Wages $1,479,250 $345,600 $1,824,850
II. Overhead 261,665 109,175 370,840
TII. Consultants 67,080 (-8,115) 58,965
IV. Travel & Transportation 475,369 192,250 . 494,619
V. Allowances 601,703 70,775 ‘ 672,478
VI. Other Direct Costs 222,112 87,800 30g,912
VII. Equipment and Materials 500,698 97,325 568,023
VIII. Participant Training 135,620 6,760 142,380
I¥. Subcontracts 32,500 . 25,000 . 57,500
' ¥. General & Administrative 277,609 97,500 375,109
' {.075) . . -
- _TOTAT COST $4,053,606 $851,070 $4,904,676
T xI.Fee oW jﬁ?@é“’ |+ 232,024, 18,930 281,884
oo AT GRAND TOTAL ‘ © $4,286,530 $900,000 $5,786,530
e {??}19%F in this actﬁﬁe;?as that further Missicn/GOL planning would go into the
. preparation of fundlng and operatlon requirements for the post-August 31, 1983
; l period. The AID/W ‘contract office executed amendment 12 to the contract on
:_ S nNovember 23, 1982 to the fo.lowing amounts:
g ety e el e, '4‘4“5-1.1‘.,.,@@*}‘-:-_‘ A A
s"w_*:“_ B :_,;. ‘\.r.. ‘«‘““#n&"‘ "--_‘-r- - - ’

$2,142,872.00 : ;
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Although the USAID and GOL were aware of the £2,266,586 increase in the contract,
the details or what has been agreed upon were not fully understood. It

wasn't until the financial review {March and April 1983) that the details of N
contract provisions in increased personpower levels, participant training,
project completion date, ete., that went far beyond anything then approved by
the mission, the Liberian government, or recommended by its own field staff
were fully understood. Discussions of this matter with project staff and with
Ministry of Education personnel suggest an immediate effort from the mission

tc have the contract renegotiated. 2mcng cother things, this contract calls

for a large increase in the contractor's monthly expenditures. To expend

the difference between the current total of $5,1885,530 authorized by USAILR/
Liberia and the contract total of $6,266,586 betwaen August~September 1983

and the contract completion date of January 29, 1984 would call foi & monthly
expenditure far above the average monthly cost over the previous twelve months,

under $110,000.

Close examination of project activities plamned during that time does not
offer justification for such an increase in expenditures. The Steering Committee
indicated it was not aware of any new initiatives, or changesin project

direction. The evaluation . committee recommends that action be taken to see that

Lo s C oy, -

all future contract’ negotlatlons follow USAID/Liberian govermment guidelines

and that immediate action be taken to rectify the present situation.

21 "The commlttee urges that particular attention be given to evaluation of

I the p_ Ctlce and.xev1ewlsect10ns of Programmed Teachlng_(PT) meodular.ubits.”

ubjects,maklng these act1v1t1es much more

meanlngful. In addltlon, the teacher-tralnlng course was lengthened from two

"H'; ko three weeks, allow1ng more tine to be dlrected to 1mprov1ng teacher skills’

- = - - el _!,‘,- e o J— e

L dn, these areas: j;:_

- e T [

- atre

=_;i’ F: schooIZ The opportunlty thls school affords to obtain more comprehensive and

. ‘current lnformatlon ahout teacher and student performance does not appear to

ke adequately utllized. uThe committee suggests regularly scheduled meetings

P
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of the lab-school teachers, instructional supervisors, and module writers."
This vear's committee visited the laboratory school and found that the 1982

recommendations were being followed. The committee observed that specizal

-

emphasis had been placed on the retrieval of more comprehensive information
on the performance of both students and teachers. There were regularly
planned discussion gessions involving writers, laboratory school éersonnel
and teachers that provided 2 means of retrieving information for the im~—

provement of the feedback and revision cycles of the system,

In addition, a handbook had been written by the IEL staff that described
the formative feedback system and how to use it. This publication had
proved to be particularly effective when used as a resource document during

the 1983 IEL teacher training course.

4, "The evaluation section of the project staff is not as strong as it
shoulé be." The first evaluator, trained to the master's degree level at
Florida State University, left the project shortly after returning to Liberia.
Fortunately, there was a very capable USAID-trained evaluator temporarily in
excess from another project for immediate assignment to Gbarnga. This evalu-
ator, however, has only a one year cbligation remaining and will need to be
replaced. This rep;gcement needs to be on site before the end of the 1983

school vyear.

5. "The modules, while consistent with the Rev15ed Fational Curriculum (RNC),

.have at times used 1llustrat10ns and content that are inconsistent with the

- .- rural llfe style and‘famlly patterns of the majorlty of Liberiams." The 1983

- PR -‘m-_;_“-:;,,, -

v commlttee was partlcularly pleased w1th the progress in this area. Staff

. perscnnel 1nd1cated that aApanéi of outstandlng Liberians had been employed

e _:,_»' to review and correct*all materlals.j Rev1ew of a 1arge number of modules by

- -6:; "The TEL system's success in the’ demonstration schools has depended

heav1ly upon the Instructional Supervisors (IS) for its effectiveness during

e A R T T
-z -
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this experimental period." This year's evaluation panel unanimously agreed ! :
that a need for I8 participation was clearly indicated. Given the limited
time devoted to teacher training, and the relatively low professicnal/academic
lavel of those entering the profession, there is 2 definite need for super-
visory assistance throughout the school year. All of the experienced IEL
teachers seemed to perform admirably, many with velatively advanced profes~
sional skills. The committee felt, and the IEL project perscunel agreed, that
the Ministry of Education supervisory personnel must be drawn increasingly
into projeet activities —— actuwally, this should have been done before now.

It is recommended that steps be taken to include distxict-level Ministry of
Education supervisory personnel in this year's activities, and that they and

their professional development be included in future project planning.

Note: As part of the plamnming for the 1983 experimental year it was decided,
largely because of DUSAID/Liberia pressure, that the IEL instructiomal super-
visors would only observe for formative data -- that thev would not interact
with teachers to correct instructional or other misztakes. The rationale was
that since there was essentially no supervision in Mindstry of Education
schools, supervisory intervention would bizs the process in favor of IEL
schools. The committee, in talking te county school leaders, however, found
that the Ministry of Education personmnel would be delighted to join with IEL
supervisors to do team supervision -- perhaps one IEL school and one Optimal
conventional school during a supervisory day. It is recommended that this
mattér be further developed immediately. The committee cbserved several in-

- instances in both optimal comventional and IEL schools where supervisory

assistance was definitely needed.

7..""The problem of adequate storage space for written materials in the pro-
~ ject office, as well as in each school and classroom, needs immediate atten-
tion —— as does the establishment of a materials inventeoxy system." This

. matter - has been- satisfactorily resolved. The office now has rooms outfitted

|, to_effectively store moddles\gnd other IEL wmaterials. - & box for each class-—
’foo@, especially designed to store one semester’s teaching materials, has

been constructed for all IEL and Optimum Comventional classrooms.

- b e - —_———— e - e m—— e e m e




-8 -

8. "The experimental design requires Optimal Conventional schools with

teacher training and textbooks to be provided by the Ministry of Education.

It further should consider the provision of equal experience with tests for

the control schoel -students.' (4 full discussion of this matter and its -

status are parts of the next section of this report).

9., "The frequent lack of 45 students in each first grade room and the abun-
dance of students in pre-first grade classes needs attention.' This matter
was brought to the attention of projeét staff who in turn discussed it with
teachers in the experimental schools. Except in schools where the totzal
enrollment did mot provide a student body large emough to provide 45 students
for the first grade, there were no repetitions of last vear's large pre-—
school, small firast grade situations. (As the average Liberiap first grader in
project schools is several years older than his/her counterpart in developed
countries, the 1982 evaluation committee had felt that the first grades could
have absorbed some of the over-age preschoolers to bring first grade classes

to 45 students).

10. "Care should be taken that the project staff and the Ministry of Education
take into acecount the frequent absences of both teachers and students in rural
primaxy schools."” This, of course, is largely beyond the scope of project
personnel to change significantly. It was reported in the Morgan/Harrison
evaluation, and confirmed by the current e%aluation committee, that there is

a reported improvement in both teacher and student attendance in IEL schools.
It is assumed here that as teachers achieve increased preofessional success,

and as students become comvinced that they are actually learning something,
personal involvement/interest increases. Also relevént is the issue that

the number of clasg days required for completicn of IEL activities should

more realistically reflect the number of days rural schools are in session.

* In-the IFL system for primary grades, L - 3, 150 instructional days are
,%'ficalled for: .Many/most. rural schools are in session for only 90 — 110 days

“at most.- .While the project staff has, in the past year, attempted to identify

lessons that might be combined and/or deleted entirely, much more ettentlon

needs to be given to this matter.

B



11. 'The current teacher education component of the project is largely
unrelated to the IEL project.” It was apparent that the 1982 panel did
not fully understand the responsibility of this position -- and the
people responsible for briefingthgndid not, or for some reason could not,
understand these responsibilitiss sikhar. The Project Paper very ,clearly
defines the position and its function: "This person will serve as the
genior advisor to the Ministry of Education Teachar Training Division
and will work in a counterpart relationship with the Director of Teacher
Training and Assistant Director of Teacher Training. Duties will include
assisting the Ministry of Education Teacher Training Division in the re-
view, analysis, design, and implementation of all pre-service and in-
service teacher training activities within the context of a total system
of teacher education. While this specialist will not have direct res-
ponsibility for the project experiment in programmed instruction, this
person will assist the Ministry of Education in developing effective
liaison and professional support of the project experiment. 1In additiom,
this specialist will explore, identify, and assess alternative strategies
for integrating and replicating the results of the project experiment."
There seemed, to the present committee, to be at least two serious questions
- here: (1) .Why were-the. contractor s field personnel not knowledgeable '
about this 81tuat;on? and (2) Why 1is there still no evidence that the spec-—
ialist ever performed the critical task of establishing effective liaison
between the IEL project and the ong01ng teacher training institutions (the

-

.E;:S - . Unlver51ty of 1ibetia,_Cuttington Unrver51ty College, the Xakata Rural

e o Teacher Tralnlng Instltute, and the Zorzor Rural Teacher Trailning Institute)?

-+

Some report of compllance to contract speclflcatlons should be on record and

;;tfully understood by the project management. The committee suggests that the
..":"‘1':"‘.",-_ e Mgk‘-us.z' Tv R S Wn_... [EPITT

contractor prepare a _Teport, of accompllshments in this area from the project's

Ay &

M 1ncept10n untll ﬂarch 31”‘1983, when the technician's term of service ended,

" MThe projeet does ot receive SufflClent support from the Curriculum

e e Dlvision of the Mlnlstry of Education Instruction Department.'" Although
e - there can always be- 1mprovement in any cooperatlve professional arrangement,

- 0
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the committee concluded that a good deal of effort had been directed to re-
solving this issue. For example, the efforts to make IEL material learning
activities co-sistent with Liberian cultural patterns were done in coopera-
tion with the .arriculum Division,

13. "The planned training programs for the PL writers at the University of
Indiana should be closely coordinated with the Steering Committee." A re-
view 0f this matter indicated that the "plans“were really contractor
suggestions. Subseguent to the 1982 evaluation, the Steering Committee
decided that all future training of writers should be done in-country. This
was first tried during January and February 1983, and from all indications
was extremely successful. The current commitiee agrees that this type of

training can best be done at the project site.

14. "The fact that few Liberians are currently scheduled for long-term partici-
pant training raises guestions about the long-term implications of the IEL
system.”  The committee feels that if the IEL system is to come on line in
the mainstream of Liberian public education, it must have personnel of a
caliber to work at the university level and sexve on a person-to-person
basis with upper ministry officials. There are few of the current staff at
this Jlevel and those currently scheduled for training would probably not
reach that status even with extended schooling. The Ministry of Education
should be urged to seek professionals of the caliber described above and
the USAID and the Liberian government should be urgsed to find mechanisms
for training them during the remaining years of this project and/or the

first part of Phase II.

15. "A careful cost study of all project elements is now required." This
effort was begun in late 1982 and still continues. The Liberian Ministry
of Education commissioned Dr. Douglas M. Windham, State University of New
York, Albany; fo cdndupt a -thorough study of both develocpment and recurrent

costs of the IEL project. Windham presented his preliminary analysis of

. production and distribution costs in Report #1 submitted Januvary 22, 1983.

The report's major purpose was to determine the wnit costs of the main
factors within the IEL curriculum methodology and to contrast those costs

with the textbook alternatives currently available.
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The conclusion reachad in Report #1 was that "the cost estimates which
presently exist justify the continued development of the IEL project to
allow for the most complete and objective evaluation of the IEL system's
potential to assist with improving Liberia's primary schools.”" The report
recommended that the Ministry of Education "consider a phased implementa-
tion of IEL beginning with the lower grades and advancing to the higher

grades as class size expanded at those levels.”

Tn Report #2, submitted March 1, 1983, Windham identified and elaborated
internal and external efficiencies asg they exist in the present IEL system
and as they would exist under implementation. The report suggests that
planners might also consider modifying the IEL semester package fqr PL
levels in schools which have smaller enrollments. (See Windham Reports

#1 and #2).

Windham's final report, due in late May, 1983, will involve an initial

and provisional cost-effectiveness oomparison ¢f IEL and non-IEL schools
based on the summative evaluation work conducted by Dr. Klaus Galda and

an analysis of the cost implications for the major strategles to be identi-
fied. Plaﬁning the actual design for implementation, however, will be the
responsibility of the Ministry of Educatlon, the IEL project staff, USAID,

and , the Steering Committee.

A éummary view of contractor costs was completed April 8, 1983, Together
- " with the Windham studies, this report will provide data for costing for

the remainder of Phase I and the planning of Phase II.

.progectxhave-mncreased considerably because of the lack of electI1C1ty and

. ncreased pro;ect costs 51gn1f1cantly and that -com—

*

were in Monrov1aﬁ
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The Steering Committee in mid-1982, appointed a sub-committee to study the
problem in depth. It found, first of all, that there was strong resistance
from project staff to the move (many had lived and worked in the arnga
area all of their lives). Next it found that much of the Ministry of
Education leadership felt strongly that & move to Monrovia would erode much
of the IEL capacity to be sensitive to rural Liberian educational needs.
After a rather extensive search failed te turn up any building in Monrovia
that could serve the various functions, with the possible exception of

the Xerox 9400 printing operation, 1t was decided that for the immediate
future the project would remain in Gbarnga. The current evaluation com-—
mittee found this situation, both the need and the resistance to it, un-

changad.

B. Apnril 1983 Evaulation Recommendation: This year's evaluation committee

found in conducting a review of the above 16 recommendations that most of

the basic issues had been covered. Thexre is a critical difference, however,
between last year's mid-term evaluation and this year's: this comnmittee has
been charged, as project funds runm out and contract date expires, to consider
and supgpgest future options. It has also been charged to determine what acti-
vities still remain to be completed, when to complete them and to make recom—
mendations for dissemination and institutionalization. With this in mind,
the committee suggests 7 issues that were not in the 1& above, and which it

considers to be critical at the present time.

) 1. Does high tech/cost printing equipment, i.e., the Xerox 9400, make in-
stitutionalization by Liberians more difficult and/or tend to invalidate
this project as a cost—effeetive, replicable model for other LDC's? The
Xerox machlne was purchased only because its. features met the needs of this

L T ;'reasearch and desmgn—type progect. The requlrement for copylng large

hisdexper1ment and the fact --3»‘;r7h'

"..9"‘, wf"x"""" R

“The Wlndham Report #1 c0mpa¢es costs of the Xerox to

= :‘_ﬂ for its purchase.‘
foset press ‘and’” comes up with a break—even point after which the copies to
be prlnted on an' offset unlt Would be cheaper. Any consideration of project

- expan51on will take advantage of that report to assure proper selection of
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the printing mode to be used. Any consideration of replication in other
countries should study the local project needs and specifications to see

what type of printing mode should be used.

"

Given the increasing costs of Xerox maintenance and the need for a constant
source of power, is there an zlternative to the continued use of £his
machine for this project? It was originally expected that mimeograph
machines could handle the materials reproduction needs. TIn the first months
of the project, however, the staff became aware that the volume of materials
needed (15 million copies, tc include a large number of originals) could neot
be produced on that type of machine. This problem was exacerbated by the
fact that competent secretaries and illustrators were not available in the

H Gbarnga area.

The staff's analysis of the volume of material needed and other faectors wera
presented to Robert McMackin, a short—term production advisor. He reviewed
various production alternatives for their cost-effectiveness and capabilities
and concluded that the project could best be served by the purchase of a
Xerox 9400 machine. He further chose that alternative because local service,
parts and maintenance for this machine were all available in-country. TUSAID
studied his proposal and questioned the cost, suggesting there be a second
opinion:. Robert Jacebs, Jr., an IIR production specialist, re%iEWed the
question apd came to the same conclusion as McMackin., By September 1879, the
- IEL'project haq.a Xerox 9400 in Gbarnga. .

. In addition to the purchase price of $125,000, there was originally a §12,000

- per year servlce charge for malntenance, parts, .ete, (In the project paper,
= o t

e 4d 7 Ay

T

Yoged o
<L I ham
PREEEPY R L
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one of the major blocks to smooth, effective material production. The project
reached a point where the increasingly large production schedule could not be
met due to frequent problems with the machine. It was decided that the best

thing to do would be to move the machine to Monrovia.

1t

In January 1983 operating space {$150 per month) was found for thes machine in
Monrovia. Three project staff were brought down on a temporary bas;s, and as

of this writing (4/83) are still in Monrovia. Also, the yearly service charge
has doubled to $24,000 —— the company claimed it lost money the year before on
servicing the machine. The company's contract alsco stipulated a charge of 2¢
per copy over 50,000 sheets a month. With materials needed by deadlines to meet
school calendars, the most recent month's sarvice charge for additional copies

was $20,000 above regular operating costs and the service charge.

Discussion: Concern has been expressed about the Liberian government's ability
to take over the costs of this machine when the project is completed. Can it
afford the machine, its service, and costs? Would there be other more attrac-

tive options, such as using a commercial printer?

The justification for the purchase of the machine was only as part of the re-
search and design costs: if the project didn't have the machine, the schools
wouldn't have had the materials., Questions of the Liberian government being
expected to pay for this cost are far in the future because there is potential
for its use in Phase II. This second phase (dissemination) is envisioned as a
continued donor project on a large-scale over a sa%en—year period. During
this phase, the machine would only be used where cost considerations and -

benefits were reascnable,

" Recommendations: The 1983 evaluation committee recommends that despite the

drawbacks discussed above, the Xerox machine should rEmain in Monrovia until

m"fw: "“'such time as the electrlcal power SLtuatlon in Gbarnga is improved. As this

ould be a long—Lerm 51tuat10n, the commlttee recommends an_ 1mmed1ate change TR

.,...;.._.. . ..,.v‘.

Further, the commlttee urges moxe careful plannlng of the printing schedule
so that the amount of prlntlng each month does not exceed the maximum the

_: Xerox contract stipulates, and in these two ways help reduce costs.
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2. Hag the contractor's home office followed and supported directives from

the field or tended to make operatiomal decisions unilaterally?

Discussion: The committee observed what seemed to be a trend toward con-
tractor home-office personnel making more and more program decisiqns at that
location without adequate field input. In late 1982, for example, the con-
tractor's U.S. Office made arrangements for larger amounts of office editing
znd reformating than were agreed to by the USAID, GOL or its own field staff,
The Project Director informed the evaluation committee that serious produc-
tion slow-downs were caused when it became necessary to redo zlready printed
materials to conform to home office produced revisions, changes frequently
mandated without field involvement. The committee found no logic in in-
creasing the level of work done outside Liberia as the project reaches its
final stages, especially in view of the fact that institutionalization is a
major project objective. There was further concern that the unauthorized
format changes tended to slow the module production schedule and increase

project costs, pcssibly out of proportion to the real value of such changes,

Recommendation: As the IEL Project is designed as an educaticnal system

develoPed in Liberia by Liberians, the contractor should take special care
to avoid even the appearance of controlling the project from the home office.
Also, revisions that necessitate a slowing of project momentum or increase
in broject costs should be cleared by all project elements before being put

into effect.

3. How can the project get additional highly qualified Liberians involved in
the project's future?
- : Dlscu551on'_ There seemed to be a sense among the Liberians working on the' IEL

pro;ect that the work s tran51tory _ that 1t Wlll not lead to anythlng else,

In. th31r
Opluloﬁ,.lt is verf ﬂlfflcult-to recrult quallfled people to go to Gbafnga,

if one is "on the way up," it is mot the place to be, The evaluation committee
- _““ ‘ feels that the skills learned by key people on the staff should not end when

-gradeqﬁ materlalals¢completedw The beauty of the programmed learping system -

?-'quk' :.,.a, P

. n . - e -
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is that it is applicable for any body of knowledge which needs to be comn-

veyed and could be used at higher levels of instruction, in vocational

I3

education, ete. There also may be revision needs at the primary level over

the years and, consequently, the well-trained IEL staff should become part

of the MOE Curriculum Unit,

Recommendations: The project staff and the Ministry of Education personnel

that cooperate with it should be fully informed of the wide range project
possibilities, As time allows, the staff should begin to explore other uses
of programmed learning in the Liberian educational sceme. One avenue for
such expansion that has already been suggested is the use of a programmed
instruction approach in vocational education. Another possibility is attach~

ing some of these trained professionals to the MOE Curriculum Unit,

4.

are approximately 4 sets of excess household furniture in storage.

Since the technical staff has been reduced from 7 to 3 persons, there

Originally the 7 households of furniture were purchased under
the project to facilitate housing for the technical assistance personnel, At
present there are only 3 long-term staff and the furniture is being stored at
several sites in Gbarnga and Monrovia, at a cost to the project.

Recommendation: The project should transfer, as soon as possible, all furni-

Discussion:

ture in excess of project needs to the Ministry of Education for use in pro-
moting the purposes of the project.
5.

Concern was registered over the amount (number of copies) of IEL material,

It was found that each teacher in grades 1 and 2 would receive

Eand be expected to-use.nearly 400 dlfferent -pieces of lnstruetlonal materlal

each. year. At thewthlrd grade thls number of publicatlons would jump t6 over

620, and for grades 4 5, and 6 would top 1000 copies. The committee's

attentlon to this matter came as a direct result of the project director's




- 17 -

report of her visits to classrooms during her Far Eagt observation tour. She
stated that many of the teachers complainad that they were unable to make

effective use of programmed materials if the number of publications was too

i

large.

Recommendation: The evaluation committee feels this matter needs careful

attention and that a xeply to this issue should be prepared for Steering

Committee atiention by comtractor  personnel as soon as possible,

6. As a result of the visits of AID/W backstop and other ranking personnel,
suggestions have been made that remaining project funds might be most

effectively spent in institutionalizing the already completed PT modules in
grades 1, 2, and 3 (first semester only), rather than continue with develop-

ment of PL in the second semester of grade 3 and grades 4, 5, and 6.

Discussion: As of now, all grade 3 PL materials, plus all of grade 4, one-
half of grade 5, and one-fourth of grade 6 have been completed and are in ome
of the various stages of refinement and validation. To withdraw now would be
counter to the plans of the Ministry of Education and would negate all work
completed on the fourth, f£fifth, and sixth grade materials. Furthexr, the
Ministry considers this project as an important part of its overall plan to
improve tha entire public system, kindergarten through grade 12, They feel
strongly that the use of the IEL apprecach for only a small part of this effort
would be counterproductive, and not serve their long-range objectives. In
their opinion, any change in the plan to use IEL materials im all grades

1 -6, would jeopardize their efforts to channel World Bank Fourth Educatiom
Loan funds into project-planned efforts in teacher training, material docu-

mentation and printing.

7. The contractor, since the inception of the project, has carried a large

iberiam staff on-its payrodl. ;- : o

ape Ts T i w omEw LT AT e e

Discussion: Many/most of- these positions will net be picked up on the Ministry

o

’ of"Edugation pay%oll. Plans for the sequencing of the release of these em-

p}oy?qé should be drawn up as soon as possible. The project director has in—
dicated that they are all aware of the fact that their jobs are temporary, and

have accepted this.

rmr——rTET
v oro e,
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Recommendations: 7Plans detailing the continuing need for, and suggested ter-

mination dates, should be drawn up and approved by the project director and
USAID,

IT. REVIEW OF THE CURRENT EXPERIMENTAL DESIGN

A second task of the 1983 evaluation committee was to review the current/on—
going experimental design. As background, the revised project plan calls for
the 1983 school year, March through November, to be used to try out the final
revision (third) of all grades 1 -~ & modules. There are 40 modules for grades
I and 2, 80 for grade 3 (20 for semester one, and 60 for semester two), and

120 for grade 4. The original project paper called for:

Control Group: Sixty qualified teachers (graduates.of rural teacher train-—

i
ing institutes with 3 years teaching experience), 10 each grade level, using

traditional methods and materials with up to 40 students in each class,

Experimental Group "A": Similar number of teachers and students (teachers

underqualified ~~ high school graduates with no teacher training} using IEL

materials.

Experimental Group "B": As before, with "underqualified" (non-high school

graduates with no teacher training), using IEL matetrials.

The design now in effect (1983) for 45 schools, although modified to meet
existing conditions, is essentially as described abcve. Important changes
'are, first, only EIEdes 1 - 4 'materials have been completed and are being

_tested - grades 5 and 6 are. stlll under development. Second, as it was found

me we WA -l

- L to he- 1mp0551b1e to flnd.schools with fully qualified staffs for the traditional

-xschools, re Coﬁtrol Group (above), the Mlnlstry of Educatlon agreed to furnish

L n»u,. oo U v -'-..-.1&:;, Ty

KA
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The current design calls for:

. Fifteen Experimental (JEL) Schools: staffs as are, 45 children per class-—

room where possible and the teachers given two to three weeks of traiming in
the use of IEL materials. Each classroom fully equipped with modules,
practice bocklets, review booklets, and other materials that have ,been the

result of the IEL development process.

Fifteen Optimal Cenventiomal (0C) Schools: staffs as are, 45 children per

classroom where possible and teachers specially trained {(two- to three-week
course) in the use of traditional materials. A full set of approved texts —-—

one book for each two students -- supplied by the Ministry of Educatiom.

Fifteen Status Quo {8Q) Schools: staffs as are, enrcllment and teacher

materials as are.

All groups chosen are to be as alike in initial teacher training, enrollment,

and child academic achisvement as possible.

The evaluation team, in its observation of 22 schools, found the design being
followed closely, with each group well aware of its role in the project. A
vefy serious problem, however, was obéious, and if not corrected soon will
-essentially invalidate the experimental process. The Ministry, because of a
shortage of available texts in the official booksteores, and a lack of the
financial resources to correct that wmatter, had only supplied approximately

65 percent of the needed texts, and only 40 percent of the tescher

editions needed to make the avgilab%e textes fully effective. A typical

schooifhad Ehe'followipg'enrollment and text distribution:

: Udiesmuﬁmath'“"831ence".““Language»”“ Readlng.' ST

' ua Vh A e,

P em L g
R T T8 T -
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In the committee's eyes, while the texts supplied are a vast improvement over
the number usually found in rural Liberian schools, they do not begin to match
in either quantity or quality the 1EL materials available in the Experimental )
Schools. The above actual schoel situation, for example, shows that there are‘
currently no social studies texts in grades 2, 3, or 4; far less than enough
language arts texts in grades 2, 3, and 4; and no reading texts in grades 1

and 4 — too few.foxr grade 3. TFortunately there is still time to provide

these books and sources do exist.

The committee feels that there is some valuable data to be obtained from the
current activities (much meore if plans to provide the remaining texts are
soon realized)., A great deal can be learned by both the project staff and
its Ministry of Education counterparts in the area of formative, development
evaluation., Care will need to be taken, however, in projecting too much from
the differences in academic growth demonstrated by the students in the three

groups.

Although there are essentially no Optimal Comventional public schools (as

originally specified) in Liberiaz at this time, there are private schools that

might meet most of the criteria set forth in the corxiginal project document.

The evalustion penel suggests consideration be given to matching some of

these, if they do exist, with the 1EL schools —— head-to-head. While there

are, in many/most cases, reasons wﬁy the private schools would have an advan-

tage in this matter, it probably wouldn't be any greater than the current IEL

schools have over the current OC schools. Even a modestly good showing by the

IEL schools in such a situation would be a mark in théir favor, Item.for item,
- - - the current IEL materials arg_probably Fhe result of as large a comncentration

—_ of top-flight talent as any items now on the world market. e

. - B - . oo

TOWARD ACHIEVEMENT OF PROJECT OBJECTIVES. END OF

- - - . v oemg e e oy
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:thlr ,aSSLgned task for the evaluation.committee was . ~ .
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EOPS STATEMENT #1

The Project paper states that by the end of the project unqualified and under-

qualified teachers will be using PT and PL materials effectively with a minimum
of training and supervision. It refers to two pericds —- "experimental® 20 l
schools, 120 teachers, 1440 students; and "expansion'" 10 schools, in each of

nine counties, or 90 schools, 540 teachers, and 21,600 students.

The committes found that as of April 1983, a total of 96 classrooms were using

IEL materials (81 teachers and 15 teaching principals). Of these 96 people,

37 were considered "qualified” (high school graduates with two years of teacher
training and three years of professional experience); 46 were 'undergualified"

(high school graduates with and without experience); 13 were "unqualified"

(non-high school graduates with and without experience).

The committee observed 36 teachers using programmed materials in 9 IEL schools.
It was clear that the project was working effectively, in that those under-
qualified teachers were using programmed material effectively (especially those
teachers in their second and third yearsin the IEL program.) Some tazachers new
to the materials were experiencing difficulties, but none that seemed uvnusual

for beginning teachers.

It needs to be mentioned that 10 of the current 15 IEL schools are completely
new to the program this year. At the time of the visit, teachers in these
schools were still using only special instructional materials that are de-
signed to orient both teachers and students to IEL methods, The committee's
last dav in the field was to be the first day of regular IEL material distri-
bution to the 10 mnew schools. The committee had hoped to see new Leachers
using regular IEL matefials, but many of the schools had just finished regis-
tration in mid-April and were only then getting down to the serious business

of teaching.

-7, Thé evaluation committee observed a wide range of teacher behavior between

E "‘t__be new and r-;)gi;erienced g:egché.rs - — the latter had taught in the five
Gchools with IEL materials the éreceding vear(s}. The experienced tesachers

demonstrated, at‘a"miﬁimum, an écceptable ability to manzge both the learning
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process and the students -- several were clearly superior teachers., Oaly =2

few of the teachers new to the materials appeared as competent as second or
third year t=achers. This is, of course, to be expected, and speaks well .
for the-on-the job teaching training objectives of the PT system as a whole,
Original project plans called for the teacher training course to be two weeks
in length. This year's effort was the third time the course had been offered,
and the two weeks had been expanded to three weeks —— with a strong recom-
mendation from the participants themselves that it be further extended next
year to four weeks. Considering the degree of difficulty many new teachers
seemed to be having, the committee would agree that more time could be

profitably used in training.

TEL materials.are designed to improve teacher effectiveness. while also
resulting in pupil growth. It is the committee's judgement, however, that

by itself this material will not guarantee effective teachers. Pre-service
training and in-service supervision, especially in the teacher's first year in
the program, seem to be necessary. Supervision is weak to non—existent in the
current Liberian school system. While IEL materials were designed with this
problem in mind, similar projects in Southeast Asia have demonstrated that a
well structured management and supervision system for the schools is a key
factor. Principals need to work with their teachers who are new to IEL.
Teachers who have been successfully using the system also could advise fellow
teachers. WNeither suggestion would add an unusual burden to the present

system.

The IEL project has encouraged principals to attend the pre-service workshops.

Distriét supervisors will need to be actively involved in the IEL program, too.

In the initial stages of the project, district superviscrs undérstood that the
‘7-;~M7_.p%bﬁect wanted .a -hands—off approach from their offices. The evaluation commit-

.48 elaborated in a2 prevmous sectlon .of this report, questioned the hands-

Sre

~4;_eems 1ncon51stent with ad approach te learning that

o

j:fstresses 1mmed1ate feedback C ‘ .

TR - Not only advisory support, but also management support is needed from the dis-

" tiict, For example, teachers who take the IEL pre-service training course need

O . S - b e e i 2 a e m——
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to be sure they will be assigned to an IEL school. This has not always been
the case. The project then, needs to work closely with the district adminis-

trative offices particularly the Chief Education Officer. The Ministry of

I

Education will need to commit itself to building a stronger supervisory out-
reach at the district level, educating the district supervisors in the IEL

program needs.

Universitites and rural teacher training institutions should be encouraged
to continue their invelvement. Project staff, for example, might teach a
theory and methods course in learning theories, including programmed learn-
ing, experiential learning, etc., with credit for student practice teaching

in IEL, OC and/or 8Q schools,

Dissemination: The project originally called for the Liberian govermment to

fund the expansion to 10 schools in each of the 9 counties. There are
currently 15 IEL schools in 4 counties.. The 10 in 9 counties, despite how
desirable, may not be possible, even advisable, by that time. The reasons
for this are numerous, but the most compelling center around the fact that
this might well create a supervizory load beyond the capability of the
Ministry of Education to absorb. (Most certainly, plans need to be made to
absorb the schools currently involved in the project as SQ and OC schools
during the mext school year, making a total of 45 schools with IEL materials
in 1884). 1If 15 new OC and 85Q schools were identified for the 1984 trial of
grades 5 and 6 materials, then a project plan of their imeclusion in 1985
might well be written into the project -- resulting in a total of at least

75 schools using the IEL system.

. Care must be taken to include no more schools than can be adequately super-
e . vised under the existing Ministry of- Educatlon supervision system. As a

p0551t1ve note, the Ministry, under new leadershlp ig just mow beginning to

F e e
b ”

'e,superv151on, acceptlng the fact that quallty education. .

‘an effecéxve superv1sory function that contains at

demands the exis ence 0
1east the ba51c'elements of tramnmng, dedication, and transportationm.

Despite this new awareness, In an era of shrinking govermmental revenues, it

ET_W [
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must be realized that requests for significant governmental input, ie., cars,
gasoline, etec,, are not likely to be met by the GOL -~ no matter how logical

they might szem.

The evaluation committee recommends continued USAID, Liberian government, and
IFL discussions with World Bank so that the Bank's sector loan #4 will be con-
gistent with the supportive of IEL activities. For example, the Bank may be
able to help provide texthooks for 1984 OC schools and help fund both the

printing and teacher training needs of the IEL expansion.

EOPS STATEMENT #2

The project paper promised that by the end of the project all PT and PL proto-
type materials for grades 1 - 6 would be designed and validated. (Included
here are the instructional modules, learning aids, and supplementary reading

materials.)

The committee found that, as of April 1983, all PT materials (grades 1, 2 and
the first half of grade 3) have completed all three revision cycles, and are
being printed. Second semester grade 3 PL materials, and those for grade‘é,
are currently in the last revision cyecle and will be completed, edited, and
printed soon. At the suggestion of the project staff,'apd primaril§ because
of the improved performance of writers for grades 5 and ‘6, these materials
should need only two revision cycles. The current plan calle,for all six

grades to be in final form and printed by October 31 1984 (Refer to Revised

IEL materials Production Chart, page 25, 3

.

and therebymca_:

’ was reported that most if not all of the orlglnal PT wrltlng nece391tated from

75 percent to- 100 percent edltlng.l In additien to "editing" being an

entlrely 1ncorrect term 1n thls regard, what has reSulted is that the PT

modules Were not wrltten in Liberia by leerlans,” but "written in Liberia

apd{qr_the United States by technical assistance pergonnel." Desgpite the

..wr-w et il

r-;?%—-m:we'ésr
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admitted excellence of the end product, this type of operation violates the
basic development principles of the project. and dees next to nothing toward
instituticnalization. The evaluation committee strongly recommends that all

editing be done in Liberia by Literians in the future.

EQPS STATEMENT #3

The project paper states that in-service PL and PT teacher training courses
will be institutionalized by the end of the project. (The project paper
suggested options here, alternative means by which all teachers needing
training could be reached —— vacation schcols, extension schools, and/or

mobile units.)

As of April 1983, there had been 3 IEL teacher training workshops. Each

one had been offered in February, the month preceding the scheduled opening
of a new school year. The 1981 and 1982 training courses were 2 weeks each;
the 1983 course was extended to 3 weeks. During 1981 and 1982 cnly the
teachers from the Laboratory School and the 5 original Systems Schools were
involved. In 1983 an additional 10 schools were added. There were 20 parti-
cipants in the 1981 training workshop; 25 in 1982; and in 1983 there were
86 (12 teaching principals and 74 teachers). (20 of the participants had
attended all 3 workshops.)

In addition to the three IEL workshops, the project also sponsored a three
and one-half-week training course, January 31 to February 18, 1983, at
Cuttington University College for 70 teachers and administrators assigned
to schools designated as Optimal Counventional (0C) schools. OC schools,
according to the Expetimental Design described in Task Two Section of this
report, were to be conventional schools where optimal conditions existed —
adeguate textbooks and qualified teachers. The purpose of the OC workshop
was to upgrade instructional skills through effective use of prescribed
textbooks and careful lesson planning. The participants comprised 48 full-

time teachers, 5 full-time administrators, 15 teaching/administrators, and

2 not defined.
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No evaluations exist of the first two IEL workshops. Evaluations based on
teacher gquestionnaires and tests given to participants, however, were pro-

duced for the third IEL course and the concurrent OC trazining course. 1In

i+

general, participants indicated satisfaction with the course at its conclu-
sion. Dissatisfaction related to the course's relevance to the teaching
program cropped up once teaching began =~ most often fxom the OC teachers
who returned to schools conly to discover their subject area or grade and
even school assignment had been changed. They also complained of not having
all the texte. Participants in the IEL workshop also were not always
assigned to the schools they had anticipated. The evaluation team found
some teachers working in IEL classrooms for the first time, but without
pre-service training and some who had been pre-trained assigned to non IEL
schools. Those teachers who returned to the expected school were more

complimentary of the relevance of the training.

The evaluation committee recommends that pre-service training courses and
in-service training and supervision be institutionalized if the program is

to be disseminated successfully, This should be done with close involvement
of the Ministry of Education Instruction Department, the District Supervisory

Offices, the RTTIs, and the universitites.

The committee feels gtrongly that the remaining project tasks can be accom-
plished within the limits of an amendment providing $2,000,000 of additiomal
funding and a Proiect Activities Completion Date extension to March 1985.

1f the proposed production schedule is followed, all modules should be com-
pleted by October 31, 1984. *All full-time technical assistance should end

soon after that —— perhaps as early as mid-December 1984,

A large part of the Liberian staff will have been with the project for almost
six years. It is felt that a cooperatively planned short-term assistance

-, . packagerﬁbugd:béréli"ﬁhat was necessary until the March 1985 completion date.
(It is also felt that if thig were not feasible the project could not be
considered a succéss, and that another large infusion of technical assistance

1]

would not materially affect thé,situation.) .

” , *The Chief-of-Party might, for cost-effect reseasons, be retained in country.
= "7, This‘person would be semi-detached, allowing the project tc be entirely
s T BerdAn L dd nd-operated.. . S - . RS
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B. REMAINING PROJECT ACTIVITIES

The following is a slightly revised edition of a countractor-suggested

plan for the remaining project activities. It now reflects Steering

Committee dictates, i.e., no off-shore training for writers, and is sug-
gested as a basic document for future planning/negotiations. These pages
present a plan that varies only slightly from that on page 25, and con~
sideration of the two together can suggest some flexible times for com~
pletion of all tasks by March 1985,
R " A
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PROPOSED REMAINING PROJECT ACTIVITIES

March 1983 All instyuctional materials for the first .
semester of grades 1 - 4 in experimental
schools packaged and delivered,

Training of students in experimeﬁtal schools
grades 1 - 4 completed by implementaticn unit.

Retraining of students in systems schools
completed by teachers under supervision of
implementation unit.

"IEL instruction initiated in the five systems
schools and ten experimental schools.

Second semester of PT phase "C" revisions
completed.

Revisions of PL grade 3 completed based on
feedback from 1982 systems schools.

Pre-tests administered to students in
systems and experimental schools.

April 1983 Teacher education advisor departs.
May 1983 Initial dissemination plan prepared.

Three four-wheel drive vehicles repaired
and in operation.

July 1983 Writing of grade 5 PL modules completed.

' All instructionzl materials for the second
semester of grades 1 - 5 installed din
systems schools and of grades 1 - 4
installed in experimental schools.

. September 1983 Dissemination plan revised.

e ’ ' Editing of grade & ?L modules ccmpleted.

wﬁporing completed for pre—tests admlnlstered
ﬁh}qt” el

Post—tests adﬁinistered to students in grades
""“:1_—~4 1n 15 OC scheols, 15 IEL schools, and -
=8




December 1983

January 1984

February 1984

March 1984

July 1984

September 1984

October 1984

. November 1984

Instructional design head returns from long-
term post-graduate study.

Guides and manuals for teachers, administrators,
and students revised.

Complete training package revised.

Pre-tests for grade 6 developead.

The January 1983 formal descriptive report
of the system and experiment updated.

Training schedules for the 1984 schoel year
established.

Training conducted for new teachers and for
teachers of grade 6 in the systems schools
and of grades 5 and 6 in the experimental
schools.

Summative evaluation report submitted for
grades 1 - 5 in all schools imvolved in the
experiment.

Editing and reproduction of grade 6 FL
modules completed.

All instructional materials for grades 1 - &
packaged and installed in experimental

schools.

Pre-tests administered to all students in
experimental schools.

IEL instruction begun in all grades.,

Revigion of grade 5 PL modules completed
based on 1983 feedback from systems schocls.

Scoring of pre-tests completed for students

in all grades of 15 OC schools, 15 IEL schools,
and 15 8Q schools.

Slide presentation updated.

Grade 6 PL modules revised based on 1984 feedback.

ﬁ
Post tests administered to all students in
systems, 0OC, and 3Q schools.

Draft of final dissemination plan prepared.
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February 1985 Final summative evaluation repcrt on grades
1 - 6 in the systems, 0C, and SQ schools
submitted.

March 1985 The January 1984 formal descriptive report

of the IEL system and the experiment updated.

Final dissemination plan submitted and
approved.

Final project report submitted.
Chief of Party, administrative officer, PL
advisor, and PT/PL teacher training advisor
depart,

USAID/Liberia produced for the evaluation committee a preliminary estimated

illustrative budget based on the above proposed schedule:

ESTIMATED BUDGET FOR IEL PROJECT AMENDMENTS

Technical Assistance $ 1,000,000
Training 150,000
Commodities 250,000
Other Costs 300,000
Inflation 170,000
Contingency 130,000

TOTAL 5 2,000,000

IV. PROJECT MANAGEMENT

Al Overview: The commitee's fourth task was to review the various elements
of the management within the project. Overall project management was con—
sidered to be adequate, although some aspects resulted in project weaknesses

which might have been corrected had effective procedures been in place.

The experimental naturs of the IEL project requires a flexible management
style that can deal with the number of wvariableg and unanticipated problems
which are inevitable in this type of effort. The following factors have
complicated management of the project: high inflation; the unplanned costs
related to using advanced technology; printing and word processing units;

the unforeseen loss of electric power; the increase in the number, as well as

the inaccegsibility of schools; difficulty with machine maintenance; inecreased
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vehicle trip requirements linked to a 300 percent increase in the cost of
gasoline; the loss of trained staff; and the unforeseen need for a complete

analysis of the MOE curriculum.

However, poor communication among management elements within the project
appears to be the most significant factor preventing proper project manage-
ment. For example, serlous misunderstandings were found to occur at times
between the Liberian project manager and the contractor's Chiefs of Party
{there have been four COPs since the project's inception), between the
Liberian project manager and the contractor staff, primarily with the
principal investigator; between the home office(s) of the contractor and

the field team; and between the AID/W comtract office and the USAID/Liberia
mission. These misunderstandings impeded project progress to such a degree
that serious and frequent intervention of the USAID/Liberia staff and/or the

Steering Committee was required to ensure continuation of project operations.

Perhaps the most serious misunderstanding, (on pages 3,4 apd 5 ¥, involved
the USAID/L and the AID/W contract office. The contract office did not
follow mission instructions regarding contract negotiations and as a result
allowed the contractor to modify critical elements of project implementatiom
without the prior knowledge of the USAID/L or project field staff. Immediate
action to correct this situation is being recommended by this evaluation

committee.

The use of a Stearing Committee to monitor the project has been found to be
an excellent tool. The committee, however, needs to lmprove its performance
in certain areas. This issue is discussed more fully under the Steering

Committee section which follows.

B. DETAILED ASSESSMENT OF MANAGEMENT PERFORMANCE

1. USAID/LIBERTA: Generally, USAID/L management of the project has been
satisfabtory There have been several occasions, however, when decisions
reached in consultatlons between the USAID/L project manager(s) and the

: cantractor staff were- not prev1ously discussed with the leerlan PIOJect : “

-l

'Mgnager a—‘although it, was USAID's understandlng that thls had been done.
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Thare are indications that this failure to communicate was more a product
of tight work schedules than of actual intent. This stiutation must not

continue if effective and timely implementation is to be achieved. The

L]

evaluation team found that significant project issues have surfaced and
have been resolved through the initiative and persistence of the present

USAID project manager.

2, AID/W: Generally, AID/W has provided funding and other support in a
satisfactory manner. A major exception to this is discussed on pages

and of this report.

3. GOVERNMENT OF LIBERIA: The Miristry of Education has supported the

project well, Upanticipated financial constraints, however, have limited
its ability te provide such originally agreed-to support as public utilities
(in the absence of publicity furnished electricity) for the Gbarnga project
operations. The committee has been particularly impressed with the Liberian
government's committment to the nationwide instituticnalization of the IEL
system. The Ministry of Education has already begun preliminary planning
for the Phase 1I effort. The committee was convinced of the Ministry's
continued dedication to support the program, subject, of course, to con-

gtrainte (mostly fipancial) beyend their control.

The committee recommends that the Ministry of Education undertake the follow-

ing actions which should contribute to improved project performance:

a) Devote maximum effort to providing by early May 1983 the necessary

remaining textbooks to be used in OC schools.

b) Provide a liaison person to create the necessary linkage betwaen

the project and the teacher training institutions.

c) Make necessary representations to the Ministry of Finance emphasizing
the importance of prompt payment of salaries in achiewving the objec-~
tives of the IEL project, and requesting that the Ministry of Education

continue its granting of priority status to the support of the project.



- 34 -

4, PROJECT STAFF:

Many of the Liberian staff are to be commended for their dedication to the
project and for working long hours under difficult conditions. The evalu~
ation committee found no significant problems with project staff performance.
(It did, however, suggest that the Chief-of-Party could improve his control

of arrival and departure times of USAID funded staff.)

The Liberian Project Director sharee the responsibility for ordering and
providing the books for the control schools. This aspect of the project,
had it been better planned, could have been executed with ne difficulty at
least two years ago., Immediate attention must be given to this task. The
committee found that the Liberian Project Director has devoted unusual
amounts of time to the administrative aspects of project implementation and
has consequently given too low a priority to the more technical aspects of
the project. Her mastery of the technical aspects of the IEL system, e.g.,
editing, processing, is the key to any future institutionalization of this
technology and should be the primary focus of her attention for the balance

of the project.

The evaluation committee recommends that the Project Director immediately
delegate most project administrative management responsibilities to qualified
staff members, and begin to focus most of her time to acquiring detailed
knowledge of all aspects of the IEL technology. It must be remembered that
with the departure of the technical assistance staff in 1985, she will be

the primary spokesperson for the IEL project in Liberia,

5. STEERING COMMITTEE: The evaluation committee beljesves that the Steering

Committee concept is an excellent management tool for this preject. It allows
for integrated management and cooperative supervision of the project. Hewever,
there have been some problems with it. These problems related to infrequency
of meetings and agendas whichwerxz so long they could not be completed in a
reasonable length of time, WNevertheless, when meetings were held, there have

been excellent results, The importance of regular monthly Steering Committee
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meetings, therefore, cannot be overemphasized. This practice would serve to
allow all members of the Steering Committee to be fully appraised of what is
happening in the project and deal with issues on a timely basis. It would
also reduce temptation for unilateral actions to be taken by any of the
parties involved in the project. The committee recommends that all parties
involved in project implementation make a concerted effort to assure that the

decision-making role of the Steering Committee is acknowledged and supported.

CONCLUDING REMARKS

The evaluation committee wishes to express i1ts sincerest gratitude to all

who have assisted in this effort. While problems of various magnitudes are
highlighted in the preceding pages, this does not detract, in our opiniomn,

from the fact that contractor personnel have worked diligently and productively,
frequently under very trying circumstances, and that the IEL system can make a
significant contribution teo Liberian Primary education. This committee agrees
unanimously that the project has unigue merit and should be supported in a

manner that will allow it to reach its stated project objectives.

Evaluation Committes

Dr. Edwin R. Tolle, Team Leader, USAID/Liberia, Education znd Human Resource Offic

Mrs. Eimonia Tarpeh, Ministry of Education
Mrs. Sandra Monger, Ministry of Planning and Econcmic Affairs

Dr. Donald Foster-Gross, AID/W, Science and Technology Bureau, Education Office

Mr. James Gray, Miniztry of Bducation
Mr. Sydney C. Anderson, USAID/Liberia, Development Planning Office
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. s AMNEX I

CONTRACTOR'S OVERVIEW OF IEL SYSTEM IN LIBERIA

IEL is an educational development of the Ministry of Education, Republic of
Liberia, The initials, IEL, stand for Improved Efficiency.of Learning., The
purpose of JEL is to improve the efficiency of learning of children in the
primary schools of Liberia, particularly those living in the rural areas of

the country.

IEL is a complete educational system; it is not simply an imstructional
technique. The system is one in which all participants (students, teachers,
and principals) work together to create supportive atmosphere for effective
and enjoyable learning. Children learn together in small groups, and

teachers share responsibilities across grade levels,

The primary modes of learning in IEL are forms of programmed imstruction,
The ways that children are taught and the ways that they learn are not left
up to the teacher as in a conventional classroom; learning is programmed by
the IEL staff -~ & group of dedicated and experienced professionals in in-

structional design.

The form of programmed imstruction used in the first two and one-half years

of school 1s called Programmed Teaching (PT). Children learn in PT class-

rocms in the following instructionzl sequence:

Direct Imstruction

Review

Practice
Each of the abcve steps in the sequence takes 15 to 20 minutes. A single
sequence, therefore, requires one hour. The PT instructional sequence is

repeated four times each school day, once for each of four subjects (i.e.,

Language, Mathematics, Reading, and Science or Socizl Studies),

In a typical PT classroom, children are divided into groups of 10 to 20
students. At any one time, the groups are engaged in different PT learning
activities. While the group is learning in Direct Instruction, another is

learning in Review, and a third is learning in Practice.

.M


http:Efficiency.of

For Direct Imstruction students are taught direcitly by the teacher. While
conducting direct instruction with one group of children, the teacher moni-
tors, but doass not direct, the Review and Practice activities of the other
groups.

During Direct Imstruction, teachers use FT Modules. Both the content of

what is to be taught and the methods of how it is to be taught are contained
in the PT Modules. The teacher is helped by the module in presenting the
content to be learned, in eliciting student responses, in reinforcing correct
responses, and in making corrections for faulty responses. This teaching
activity is programmed for most effective learning by the PT Modules —-- hence

the title "Programmed Teaching."

The use of hand signals by teachers is very important to the success of

Direct Instruction. Teachers use hand signals both to indicate what material
is to be learned and to inform students when to respond. The material to be
learned may be presented in the module as pictures or letters or numbers.

The module is held up by the teacher so that all children can see it clearly.
The material to be learnad also may be written on the chalkboard by the
teacher. In whatever way the material tc be learned is presented, the teacher
uses hand signals to indicate which items of the material are to be responded

to.

The teacher's hand signals also are used to insure that children respond
exactly onr cue, In direct dnstruction the majority of responses are made by
all the children together. It is vital to the effectiveness of direct instrue-
tion that responses are made at exactly the same time so that the teachar can
identify and help any student giving incorrect or hesitant answers. Because
children are taught to respond precisely at the time the hand signal is given,
the teacher is able to detect students who need special attention. Individual
responses in direct instruction are used to test and to give remedial help.
Hand signals alsoc are used to elicit individual responses., The use of hand
signals gives both structure .and coptrol to the teaching/learning process of

I el g
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A single session in direct instruction lasts for about 15 minutes. This

amount of time has been found to be ideal for permitting the extremely rapid
stimulus response pace of direct instruction without losing the concentration
of students. It is fast-paced learning that is within the attention span of

small children.

Although the teacher's primary attention must be given to students in direct
instruction, he or she also monitors the activities of other groups engaged
in Review and Practice. If any corrections have to be made in these activi-
ties, the teacher stops direct instruction for the short period of time

needed to make the correction.

After students have completed a 15-minute session in direct instruction, they
move to a different part of the classroom for Review. At the same time, a new

group moves into direct instruction.

There is a five-minute break between learning activities. The teacher takes
this time to inform the children how to do the required Review activitiss. The
PT Mpdule contains the instructions which the teacher follows to inform the

students.

For review, the PT groups divide into smaller groups of 3 to 7 students. These
small "PT peer groups" are made up of friends who enjoy studving together. All
children are given a copy of a Review Booklet, told what pages to review, and
informed how to review the materisls in the booklet together. These review
activities cover the same material that was learnmed in direct instruction dur-

ing the previous 15 minutes.

Review activities include (a) asking and answering questions of each other,
(b) reading aloud, {(c) holding "show and tell" sessions in which students take
_turns showing each other something they have done, {(d) having team games among
:,:_.»-- PT ﬁeer-groups, (e) tracing in one's copy book, (f) copying from the Review
L Booklet, (g) drawing (h) writing from dictatiom, and (i) writing answers to

G questions contained in the Review Booklet.

Students most usually study together in Review sessions, but occasionally
they may work independently. Activities that lend themselves to independent
study include solving mathematics problems, tracing or copying letters or

- numberals, ete.
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If children studying in Review sessions have any difficulty, they raise their
hands. The teacher, who would now be conducting dirset instruction for an-
other group, stops direct instruction for the short time required to help the

review group.

At the end of 15 minutes, PT groups again change activities. The children
who were in Review now move to Practice, and the group in Direct Instruction

moves to Review. The Practice group moves to Direct Imstruction.

Children in Practice stay in the same PT peer groups that they were in for
Review. Each student is given a Practice Booklet which contains basic skills
materials for practice in reading and computational skills. These materials
are taken from lessons previously covered in direct imstruction. The purpose

is to maintain mastery of the basic skills,

The above PT instructional sequence of Direct Instruction {Review) Practice
is repeated four times each school day —— one time for each of four subjects,
Thus, one hour is spent in the study of each subject. At the end of the day,
PT students check out from the teacher the Practice Booklet they last used.

They take it home for self-study of basic skills.
The activicies outlined above are for the first two and one-half years of
school, They are all included under the general hesding of Programmed Teach-

ing. PT activities are concluded at the end of the first semester of Grade 3.

Programmed Learning begins in the second semester of Grade 3 and extends

through the remainder of primary school. Whereas programmed teaching (PT)
specifies teaching behaviors, programmed learning (PL} specifies learning

behaviors.

The majority of PL learning takes place in PL peer groups of 3 to 7 students.
There is little or no direct teacher instruction; students stﬁdy together,
helping each other, and the teacher monitors, correctsg, and reinforces posi-

tive learning behaviors.

PL Modules are used. Students complete one of these modules each school day,

and they check the modules out from the teacher each day as homework amd re-~

view.

.
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Each student in a peer group has a copy of the same module, but different peer
groups will be studying different meodules at any one time. The modules, thus,
are reusable -~ when one group is finished with a medule, a second group checks ,
it out to gtudy the next day. The savings in materials costs by IEL are sub-
stantial even though each child always has a module to study. Only a very few
copies (usually seven) are needed at any one school, yet as many as 70 students

can be provided for.

Within PL peer groups, students take turns being the group leader, PL Modules
contain specific instructions to be followed by the leader. The instructions

prescribe how the material in the modules is to be studied. One instyuction,

for example, is "take turns reading sentemces." Other imstructions ineclude,

nor

"take turns answering," "answer in notebook," etc.

There are specific behaviors which students in PL peer groups follow in study-

ing together:

o Take turns being the leader,
o Follow leader ingtructions.
o Help the leader if he/she has difficultv understanding

the instructions,
o Help each cther.
o Ask others for help.
o Accept help from others.
o Avoid criticizing others.
o Speak up. Don't be shy.
o Use chalkboard whenever needed.

o Ask teacher for help when needed.

One module in ong subject is studied during tha school day. The same module
is taken home for review and further study. The first period of the next
shool day is taken up with a test covering the module studied the previous day.
The teacher scores test papers and uses test information to help individual
students during a remediation period which is held during the middle of each
school day., Students are assigned different remedial activities depending

upon individual needs identified by the module test results., =~ — = - .

The IEL school schedule given on the next page shows both PT and PL learning

B T A

activities during a typical school day. a2, ettt b
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