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EXECUUIVE SUMMARY
 

assistance of USAID, built 1/3 


The 102 classrooms and 15 teacher housing units constructed with the
in Cape Verde in 
as many primary education facilities
the past 7 years as were built in the over 500
 

years of Portuguese colonization.
completed Although the project was
 
some 5 years after the projected completion date due to
 

many internal constraints faced by Cape Verde during the country's
first decade of independence, the project output accomplished 102
 

rather than the planned 100 classrooms, and trained 350, 
or, 75%
original grant amount of 
$3,000,000 dollars. 
With few exceptions,
 

more educators than the numbcr originally planned for the same
 
project is 


the evaluator found that the school construction
almost 100% 
completed component of the
as of the date of 
the site visits.
 
The few details yet to be completed include sand filling and
 
cobblestoning 
of 
some playgrounds and turning on 
of electric power
 
in the few schools equipped with electrical installations.

Although the construction 
costs of 
schools were generally higher
Verdean escudo and 


than the budgeted amount, thanks to the devaluation of
the

the totaTproject 

rise of the dollar in the past 
the Cape
 

Agreement. 
was cOmnFeted within the terms of 

seven years,

Had the favorable escudo/dolla the grant
occurred, it is doubtful whether the project would have attained 3/4
 

exchange 
rate not
of its completion objectives.
project management standpoint 
While negative from a purely rational
the somewhat unrealistic 2 
the prolongation of the prJject from
-year target to 7 years actual completion
the rural population in Cape Verde during a period when hundreds of
 

schedule was a positive factor in terms of providing employment to
thousands of Africans in othez similarl, drought
the continent 
were dyint stricken aleas of
of starvation.'
then had both'product The USAIDcfunded project
and process benefi-c. 
 , ...ntribution toward meeting primary education
 
tneeds in Cape Verde. 
As a process benefit it provided employment 


the rural population which, due to the persistent 
 to
would have had few other opportunities years of drought,

of gainful employment.
The USAID-funded 


function 
as 
prinary classrooms. 

schools have values far beyond their principal
function as 
 In rural areas, these schools
veritable community centers as a result of the multitude
 

of community activities which take place within them. 
 With the
prohibited, these schools are used 


exception of public dances and other community festivities which are
to hold literacy classes, civic
is even held In 
one remote community when the priest makes a local
 

and party meetings, youth and women organization meetings, and mass
Yisit. 
As a result of their multiple uses, it

the intended full use of these schools is 


can be said that if
triple shift program which exists in many of them as well 


as primary classrooms
many community tie
 
as the
uses which they serve increase their functional 
use
by 100 to 200 percent.
 

Overall, the evaluator found that the
teacher train:ng and upgrading school conntruction
with the terms of project implemented not 

and the 
the USAID/Government only complied
of Cape VerJe Agreement but
 

that the positive, unanticipated benefits far surpassed the
objectives stipulated in the Agreement.
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I. INTRODUCTION
 

In early March 1985, the project evaluator received a
 

letter from the USAID/Praia Mission r.Airing into the
 

availability and interest of the evaluator to perform an
 

end-of-project evaluation of the Primary and Non-Formal
 

Education Project later in June. Although the evaluator
 

promptly agreed to perform the 15 to 23-day consultancy
 

assignment, USAID funding authorization delay in
 

Washington prevented the evaluation from taking place in
 

June as originally anticipated. Later, schedule conflicts
 

on the part of the evaluator were iesponsible for two more
 

postponements of the assignment until April 15, 1986 when
 

the project evaluation was initiated.
 

A. Evaluation Objectives
 

The objective of the evaluation were to:
 

A. Review project files, documentation, and related
 

material to gain an understanding of the project
 

history and major implementation events.
 

B. Discuss project with concerned officials at
 

Ministry of Education and Culture to:
 

-gain understanding of overall project
 

implementation from GOCV perspective
 



-determine how project might have been
 

improved overall
 

-gain understanding of the teacher training
 

element of the project and how it
 

complemented the other project inputs
 

-attempt to quantify overall project impact
 

C. Make selected site visits to various school
 

locations to review overall project implementation
 

with local officials, and how they view project impact.
 

D. Suggest any future courses of action to be taken by
 

GOCV to maximize utilization of project inputs.
 

B. Project Background
 

On August 19, ]178 an educational development Project
 

Grant Agreement was signed between the U.S. Agency for
 

International Development (USAID) and the Government of
 

Cape Verde (GOCV). The Agreement had two objectives which
 

were:
 

(1) to improve primary and vocational
 

education facilities on the islands of
 

Santiago, Fogo and Brava, and
 

(2) to upgrade the professional skills of
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teachers and administrators responsible for Cape Verde's
 

elementary education program.
 

Initially, the project included the construction of 60
 

rural primary schools, 15 teacher housing units in more
 

remote rural areas and two vocational education workshops
 

while the training component specified the design and
 

implementation of programs to train and upgrade the
 

capabilities of 200 teachers and education
 

administrators. 
 Specific outputs were the construction
 

and furnishing of:
 

30 one-room elementary schools
 

20 two-room elementary schools
 

10 Three-room elementary schools
 

2 workshops
 

15 teacher housing units
 

A total of 100 classrooms and 15 teacher housing units
 

were intended to serve more than 7,000 students and 15
 

teachers and their families. Additionally, the project
 

sought to provide two sessions in in-country training to:
 

100 	 teachers in the methods of tenching 

nutrition, sanitation, handcrafts, and 

music education; 

10 	 industrial artr specialists in teaching 

methods; 
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15 teacher in methodology of teaching basic
 

curriculum; and
 

15 schools administration in educational
 

management
 

The benefiting agency was the then Ministry of Education
 

and Culture (I4EC), now rtcferred to simply as the Ministry
 

of Education (ME). The then , Ministry of Housing and
 

Public Works (MIIOP), now Ministry of Public Works (MOP),
 

was expected to provide assistance during the school
 

construction phase of the project. Actual project
 

implementation, however, included other GOCV agencies,
 

namely the Ministry of Finance, and local Administrative
 

Secretariats responsible foz most construction projects
 

outside the capital city of Praia. Hence, the integrated
 

nature of this project which, while permitting several
 

ministries and government agencies ro pull their resources
 

and work toward a common goal, also led to potential
 

conflictv and bottlenecks which resulted in project delays
 

at several stages of the school construction phase.
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II. METHODOLOGY
 

The evaluation utilized a multi-method approach to gather
 

data from various sources. Because information on the
 

project was dispersed throughout various ministries,
 

agencies and individuals, techniques appropriate to each
 

source and type of infomaation sought were devised to
 

yield the maximum amount of information within the
 

constraints of the evalLation period. Specifically, five
 

methods of research were employed: focused discussions,
 

informal interviewing, survey questionnaires, focused
 

observation and review of documentation.
 

A. Focused Discussions
 

Focused discussion was the first method used to gather
 

information frc.a key officials invclved with overall
 

project management. ard with those officials under
 

whose responsibility the finished project would
 

eventually fall. This form cf data gathering took
 

place during meetings with kcy USAID and ME officials
 

where information was exchan, ed reciprocally -- by the 

consultant presenting the purpose and goals of the
 

evalbatiot mission while the officials presented the 

background and their particular concerns with respect 

to the project. Discistsm;, with key representatives 

of USAID &nd ME were particularly useful initially in 
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providing not only a general overview of the project
 

but a:so in delineating the general context withir
 

which the project was situated.
 

B. Informal Interviewing
 

A second method utilized informal interviews conducted
 

with key project managers actually responsible for the
 

execution of the project during the construction of
 

schools or implementation phase of tY teacher
 

training component. A 15-question irterview
 

guideline, Appendix A, was devised to provide a
 

structured and systematic means of obtaining
 

information from project managers during meetings with
 

Delegados do Governo, local ME representatives
 

(usually school sub-inspectors), Public Works, and
 

Finance representatives. The consultant studied the
 

questions beforehand and kejt them in mind in the
 

course of meetings with appropriate officials more as
 

a means of flust ng out key issues rather than to
 

attempt to force an interrogatory-type interview.
 

Hence, desired information was obtained during the 

course of ]/2 hour to 45-minute discussions which 

appeared to be more of a sharing of mutual concerns 

rather than a r; uctured interview per ce. 

C. Survey Questionnaire 

Thirdly, a 20-que.stion questionnaire, Appendix B, was
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devised to ebLain information from teachers assigned
 

to those schools visited. Due to the number of visits
 

and time constraint, it was felt that a structured
 

questionnaire would be an appropriate means of
 

gathering information from teachers regarding their
 

teaching experience, level and type of training, and
 

their views of the USAID-funded schools where they
 

worked. Although initially it was anticipated that
 

teachers would complete the questionnaire in 15 to 20
 

minutes while the consultant inspected the school
 

facility, early on it was discovered that teachers
 

were not used to filling out quastionnaires and
 

.consequently tended to take a lot more tine to answer
 

the questions which also appeared to reveal a certain
 

lack of spontaneity in the answers given. As a
 

reiult, trom tne secono site visit on tne 

qucst'onnaires were completed by the consultant during
 

a 25-minute face-to-face structured interview with 

tezchers.
 

D. Focused Observation
 

A fourth method was focused observation through the
 

ust of a checklist, Appendix C. This instrument was
 

crcated to guide the consultant to rapidly obtain 

descriptive information on the nature and condition of 

thr school vi ;ited. Thir check]lM;L wa; dvji;ed after 

the first school visit when it was di ;covured that 

more systematic and time-efficin L meant; of gathering 
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descriptive data was needed. Information gathered
 

with the checklist permitted partial qurntification of
 

data sought.
 

E. Documentation Review
 

A fifth method of data gathering utilized review of
 

existing documentation on the project. Sequentially,
 

documentation review occurred immediately following
 

initial discussions with the USAID representative and
 

the ME Secretary-General. Documentation consisting of
 

reports on file, correspondence, and internal
 

memoranda were reviewed both at the USAID and at the
 

ME offices. Review of project documents and initial
 

discilsEions with key officials responsible for overall
 

project management provided the basis for the design
 

of the research methodology and identification of key
 

areas of concern to be concentrated upon.
 

F. Sampling and Site Visits
 

The consultant's objective was to visit at least 50% of
 

school sites and meet with corresponding individuals
 

responsible for the project at those sites as cli as with
 

teachers asr;igned to the schools visited. All :ugh no 

formal Gam[,ling of site,; was conducted, the intention was 

to visit: a croi;s-section of schools in urbrm and rural 

areas, as well as, easy access and reriote sites.
 



Although, it was initially felt that seven 
days would be
 

dedicated to site visits, nine days werc actually spent
 

(albeit, not all were as 
productive as desired due 
to
 

difficulties with inter-island tiansportation schedule,
 

and the week-long S. Filipe festivities in Fogo).
 

Nonetheless, a total of 28 
out of 51 sites were visited
 

and a balanced representation of sites 
were included in
 

the visits. Only in Brava were 
all six sites visited --


This was due primarily to the dedication of the local
 

sub-inspector and to 
the small size of 
the island. In
 

Fogo, five out of 
seven sites were visited and, in
 

Santiago, visits were made to 17 
out of 38 sites.
 

G. Limitation and Scope of 
the E':aluation
 

Three major constraints posed limitations to the
 

evaluation mission: 
 time, inter-island travels and
 

punctuality. It goes without saying that from the point
 

of view of the evaluator there is nevei 
enough time to
 

conduct any evaluation. Therefore, all evaluation
 

activities must be designed with t', .e as the omnipresent 

constrai:t. 
 The consultant was contracted for 23 days to
 

perform the evaluation services, which included two days 

of travels to and from Cape Verde, thus leaving 21 actual 

working days iij which to perform the s;ervices. It was 

around these 21 working days that evaluation activities 

were designed to include meetings, review of evaluation 

objectives, review of documentation, formulation and
 

refinement of the evaluation plan, consnruction of the
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resenrch instruments, site visits, data gathering and
 

analysis, preparation and submittal of the evaluation
 

report.
 

Inter-island travels were the second constraint which had
 

an adverse impact on the evaluation. Effected through a
 

combination of planes and boats, the various delays and
 

schedule changes shortened the Fogo visit by one day, and
 

the site visits had to be conducteJ in two different time 

periods--prior to departure and upon return from Brava. 

Finally, confusion on the part of the local education 

representative regarding the ccisultant's return from 

Brava as well as the existing festivities in Fogo caused
 

the consultant to lose an afternoon as a result of lack of 

escort and transportation means to make planned site
 

visits. Fortinately, the plane was scheduled to leave 

rogo lor i'rala on tne aiternoon o1 the ioJlowing nay 

rather that its usually scheduled morning flight which 

availed the consultant of another one-half day to m&ke the 

minimum number of site visits planned for Fogo. In spite 

of these limitations, however, over 1.if of the school 

sites for this evaluation were visited, albeit the number 

of days dedicated to this activity had to be 

correspondingly increased. 

Ill. DISCUSSION
 

The overall project evaluation focosed on the assessment
 

and measurement (quantification, where possible) of
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project outcome. 
Project outcome was in turn compared
 
with set goals and objectives to establish the degree to
 
which outcomE met, exceeded or fell short of initial
 

plans. 
Where specific outputs differed from initial
 
plans, efforts were made to seek data and explanations for
 
the deviation. 
Data gathering activities focused on the
 
two complementary project components: 
 school construction
 

and teacher training and upgrade of teaching skills.
 

A. School Construction
 

In a general sense it 
can be said that the 102
 
classrooms and 15 teacher housing units constructed
 

with the assistance of USAID built 1/3 
as many primary
 
education facilities in Cape Verde in the past 7 years
 
as were.built in over 500 years of Portuguese
 

colonization. 
 (There were only 321 primary classrooms
 

in the country at the time of Cape Verde's
 

Independence in 1975).
 

The Rchool coistruction project initiated in January
 

of 1979 anticipated the construction and furnishing of
 
100 classrooms, 15 teachers housing units and a
 

workshop by Septemnher 1981, to serve over 7,000
 
pupils. 
The 100 classrooms were to be 
:ons ucted in
 
groups of the following type of schools:
 

30 one-room elementary schools
 

20 two-room elementary schools
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10 three-room elementary schools 

Due'to modification in the original design plans'wih 
were properly approved by LISAID, a total of 102 
classrooms, 13 teachers housing units and one workshop 

were constructed and furnished by May 1986, somei5 1/2 

years behind the projected completion date of 

* 

September 1981. As the reasons explaining the 

completion delay has been addressed in depth in the 
Engineering Evaluation Report, Appendix D, the present 
evaluation report will be limited to the highlighting 

of key obstacles encountered, and will focus 
.principally on those aspects which complement and 

s'upplement the areas of the school construction 
component touched upon in the engineering report. 

'if 

At the time of the visits made to 8 of t.e 51 school . 
sites, all but one school was not 7et occupied. The 

, 

unoccupied school, one of the largest 6-room complexes 

in the Concelho de Santa .Catarina was Innugurated on 
May 8, 1986 and wac. to begin operation within one week 

with 576 pupils. Due to the extreme shortage of 

classrooms,-most schools were occupied while 
.construction on the outside facilites.were still 

going on; occupation of classrooms began as early as 
1979. Of the schools visited, all were 100% completed 

structurally. The only aspects not yet completed in a 
few cases are the earthen playground which are 

expected to be cobbletoned or filled with sand, one 
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Syet iequipped with power itools i tchi did no~t airrive: ;!iiii :!;,;;!: 

.om theU.S. untilidApril 1986.- Th general .. 

qatof inswch fintu oeeturable due t usteel renfurce appearto be concrete uteI. . .ando 

qigh utilization of local basaltic o rante rocks. 

As a result of the steel reinforced beams and support, 

* •the schools have a robust and massive look to them. 

The high peaked gable roof and the double porthole 

windows give them a certain chapel-like look. Zn 

* 'fact, in Praia and S. Filipe, -these schools are 

affectionately called Capelinhas (Little chapels) by 

the local population as a means of distinguishing them 

f'rnm ^;bar uverAMO 4"fha Arox,~ T"vila''Pr.1 Wvna n. 

of the population was convinced that mlot schools but 

churches were being built in the community and it was 

* not until operations began that it became clear that 

the buildings were indeed one-room school houses and 

not churches, One thing is certains: With their USAID 

plates placed either at the corner or center of the ' 

building and their chapel-like aspect this 

UBAID-funded project will leave a singular legacy for 

years to come. 

The claosrooms are well lit by large windows on both 

sides of the room. About 90 of the schools visited 

* .. were equipped with unbreakable glass. The natural 
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light produced is a mixed blessing, however, because 

too much light einters and tend to affect visibility on
 

the natural cement blackboard. In many schools these
 

blackboards have been painted black to create a 

greater contrast with the white chali as well as to 

minimize the excessive chalk wear. One drawback of 

these fixed cemei.i boards it the fact that they are 

more suited to the height of the teachers than to l s t 

29 (] and gracder, who can only reach the bottom third of 

the board even whil](- tanding on tiptoes. A simple 

solution might be the construction of small wooden 

risers to permit smaller children to irake an ddequate 

use of tihe bi Ickboa1ds. 

All the schcol in Drava and most of Lhe nchools in 

Fogo wer(- furni shed with the USAID-funded drV!k and 

chairs. In Santiago, about 3/4 of the rschools visited 

had received the USAID furniture and the others were 

expectinq them at any mnoment from the Mini ;tr) of 

Educationl. The furniture is a netal.leg and wooden 

surface combination which were built by the Institute 

of Solidarity workihop in Praia. The sqiinre metal 

desk legf; and fratie which were purcha;ed in Portugal 

are of weak conit.ruction and ncvvori] ]d'sks which have 

been In ujt;, for a 2ittle over on( year were already 

damigedd. A ,l.ipment of chair; mad- Irom plywood are 

alro li01lini to cone apart, AplIlirentiy due to poor, 

quality of glue us,ed. Of the pro,],ems found with the 

conditior of vchoolr,, 1hv wori.e- by fai however, Jr, the 
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poor quality of locks used %'hich had either broken
 

handles or other defectile rechanisms. It was indeed
 

rare to find a door with or:.ginal lock in good working
 

condition. Many locks have been changed with others
 

of no better quality or doo::s were rigged as best
 

possible. The doors are also another problem as most
 

opened with some difficulty due to warping.
 

No windows were found broken, even the few which are
 

made of glass. Some window hinges show sign of 
wear
 

and loose screws. Strong winds in most school sites
 

are a major causes of window damage. Consequently
 

most windows and doors are typically kept shut because 

of high winds, a condition whir:h causes problems of
 

ventilation ii' the classrooms. One possible solution
 

might be to use screcns or some other device in the
 

portholes to impi-ove ventilatior..
 

Electrical installations are another problen. In the
 

few schools to be equipped with electrical Dower,
 

already before the power is even turned on, 
the lines 

are dangling loose in certain parts of the cehools. 

This problem was particularly noted near t! outdoor 

stage area where the lines were installed o'1 the 

outsi-de of the r;tone walls at an unusually low level 

where even the youngest child can tug at them during 

recess. Vullinq on these lines; have not only loosened 

them but have shaken loose the small wooden anchors 

which hold them to the wall. Now they are only a
 

-15



damaged item, but when power is turned on, this
 

problem can pose a major hazard to the play area and
 

potentially put the safety of children at stake.
 

1. Construction and Furnishing CoEts
 

Of the $3,000,000 USAID grant fundii,,, approximately
 

$2,700,000 was actually spent in construction of schools,
 

teacher housing, and furnishing of classror-.s while the
 

remainder was spent in teacher training and upgrading
 

seminars. it i!, important to note, however, thzat had the 

Cape Verdean e!s.cudo not devaluced and the dollar not risen 

during the approximat.]y 7-yea? construction period, 

inflation and the rclative high costs of remote schools 

100 classroom!,s and 15 teacher housing units. 

Although cot;t factorE were not one of the principal 

objectives of this component of the eva.luation, 

cost-related olbservation, nade during cite visitt, and 

converi;ationn with local PI.rl arlo:i do Governo pelmit some 

cost-.relai.el (-d,i'irn , Overall the cotI;t ofto be, vlad(.e 

each school was, high; r than h,h hudlj t(e] itmounI , 

especially for thon(, vchoolvs hil t rin h,he olf. l oteom 

areas. of thf. countli y. Whi (. thlzI(. ari .aiy Iiar;ont, for 

this co;t varlat ion, 011, f i1v o)f Whiw, du(. to 

erronfeous laudqe.t .,tival(:, whicrh did not i, to tAke 

int o con,r lox atio thr, ;Idditional,) I Xj ui; ,. Jnivo wd it) 

transp.,ortisq ,atm a] to dtI tant and JoIJugh t ox , n by 

-3C. 
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animal or by hand. rather, the budgeting was 'done in 

-Praia and.tended_,to _use-assumptions. applicat-le-to -urban7,.

costs rather than assumptions appropriate to rural 

*-conditions. Hence, not only did remote schools cost more
 

per unit than the more accessible ones but these schools
 

also took longer on the average to build.
 

A second factor which significantly increased the cost of
 

schools was site location. Some schools in Fogo and in
 

the interior of Santiago were built on very steep inclines
 

which required the construction of major stone and cement
 

walls to make the ground sufficiently level to permit the
 

* , construction of school building facilities and small
 

outdoor play areas (see photos on back of report). In one
 

case in Pogo$ for example, the initial retaining wall
 

new, more fortified wall had to be built before
 

construotion of the classroom could begin. Conversations
 

* 
 with various people involved in the construction process
 

Indicated to reasons for the choice of the site. One j 
version indicated that one of the USAID engineers
 

determined the exact location where the building should'be,
 

erected in spite of objections on the part of local
 
officials. Another version indicated 
that the owner of a 

S ...more apprc riate land site, some liO yards away, refused 

to make th. plot of land available for the construction of 

the school. Because of the long period of time whioh has 

lapsed since the nite location decision was madyl It was 

not possible to ascertain which of the two versions or 

I 



combination thereof was the more accurate.
 

Building finishing was the third cause 
of high costs.
 

Although all schools visited used stone as 
the principal
 

building material, in many cases the buildings were either
 

completely or greatly plastered and later painted. Where
 

the building was not totally plastered, the stones were
 

finely worked by hand and many times unnecessarily
 

decorated in order to give the building the desired
 

"rustic" look. Other stone 
joints were chipped after all
 

the stoner had been 
set in place and later cement filled
 

and pbii:ted white--an eytrerely time consuming task of 
no
 

functional value.
 

Low productivity and lack of construction materials were
 

two other factors which were resrionnible for completion 

delays and resulting higher costs. Local reprosentatives 

generally agreed that low productivity was primarily due
 

to rppeated delayr. i. fund transf ers from the Mini ttry of 

Finance to local Adm"inist rativ. Secretariats;. 3t wa; nc. 

unusual for worerrs to go without payment for C weeku and 

IjoSOtiMi e;; ong aL 3 months becaus.e there wan no money 

on hanrid to pay wozkvr;. ('oni,.quently, a; one De AL.o do 

nll2y.: put it : it hard to dera nd higher producl ivi y 

of a woikv, whohrfoh,.not bven paid for 6 wP( of wc rk." 

lin add irat r] 1hat hi, ar comsn lm with(a pr( 


C'onIr urtion i''(jV(t r UqdVr hit erooMnsi iti y and 

muqqpnt eel that (ne to) tion Iutght I,- the iu ation of a 

projrct o;'zatinq fund th 1 cou]d ,,'c be,dvanced before' the 
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projct begins to cover ttbose periods when the funds are
 

late in being transferred from the Ministry of Finance.
 

Had workers been paid on i timely basis and construction
 

materials had been always available, the Delegado felt
 

that in his opinion overall construction expenses could
 

have been cut by up to one third of the total amount.
 

2. Population Served
 

Initial projections anticipated the construction of 100
 

classrooms to serve over 7,000 students . As can be noted
 

on Table 1, how(:ver, not only were 102 classrooms 

constructed but, by using other annexed facilities on 

premises in the more populated schools, a total of 110 

classrooms are actually in use to serve a population of
 

6,690 pupils. Although the actual number of pupils served 

is lower then the projected figure of 7,000, the 

facilities constructed can adequately accommodate up to 

7,400 students. That the number of studlnts served fall 

short of the estimated amount is due to z,general decrease 

of the population in the rural areas which tend to migrate 

to urban centers or external emigration. it was generally 

nioted during site vi,;its; that. while remote-, rural areas 

tended to have s;lightly over half of the national average 

of classrorrm occupancy rf 36 pupi l, per cli r;sroo/,,hift, 

the prol)lem i n u'ban aieas war; the oTpojtfe , with 

overcrowding and three rather than two sh f .; per day 

being the norm. In some cva,!isroorI; vi cted, a Oesk 
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designed for two pupils was often occupied by three
 

children. 
This overcrowding condition was pointed out by
 

teachers as 
an important contributing factor of low
 

student performance.
 

In addition to their educational roles, the USAID-funded
 

schools function as 
true community centers, especially in
 

the rural areas. 
By and large, these schools are the best
 

building and often the only spacious facility in the
 

smaller communities. 
 As a result, most community
 

functions take place within these schools after normal
 

school hours. Besides instruction, these schools are used
 

for adult literacy classes, parent/teacher meetings,
 

people's courts, social welfare and public health
 

meetings, party, youth, and women organization meetings
 

and, in one remotc site in Brava, mass is periodically
 

given in the one-room 
 school house when the island priest 
makes a local visit. 
 Th-s church state_ collaboration in 

eucation is longlasting as there are places where for 

years primary classes wr e held in local chapels or other 

religious buildings. In sum, local rural schools have 
uses which surpass by fai theiz principal function as 
classroom, for primary i st ruction. With the exception of 
public dances, these f;ch(ols function as a place of all 
major community activitits and thus theform central hub 

of the community. 
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4. Financial and Management Problems Encountered
 

The many financial and management bottlenecks and
 

obstacles encountered at various stages of the
 

construction phase had many adverse consequences on the
 

execution of the project. 
Although the problems were
 

eventually resolved, albeit not all in 
as timely fashion
 

as 
would have been desirable, the resulting consequence
 

was the delay in project completion, higher than budgeted
 

costs and conflicts between the different parties involved
 

which at times led 
to minor crises in the implementation
 

of the project. That the total project is almost 100%
 

completed as per established plans as of the moment of
 

this report, is evidence that the many problems which
 

emerged were indeed resolved. However, it was generally
 

agreed 'by those with whom the evaluator met that it is
 

possible to have avoided the many obstacles faced during
 

the construction phase of the project. 
Many factors were
 

identified as ceuses for delay and high costs of the
 

project. Chief amongst these was the -
lac of funds to
 

meet payroll expenses at 
the worksite. F~om information
 

gathered from various 
sources it appears that the
 

financial problem began with the budgeting of construction
 

costs which utilized urban cost assumptions rather than
 

the generally higher rural costs associa- i with this type
 

of project. in all airness, however, it 
 hould be
 

remembered that the cooperation Agreement was signed in
 

1978, barely three years after Cape Verdean Independence,
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a time when the MOP had very few qualified staff with the
 

experience and technical expertise to draw a more
 

rCdlistic budget.
 

The second financial drawback identified USAID's cost
 

reimbursement method as a major problem which was only
 

corrected two years after the project began, with the
 

implementation of the advance payment method. 
A major
 

reason for the ensuing state of financial paralysis which
 

developed under the initial method was due to the fact
 

that the Ministry of Finance did not 
(and still does not
 

today) have the financial means within its treasury to
 

advance funds for project initiation. Hence, while work
 

began immediately after the signing of the Agreement, work
 

was done on credit at the wurksite with the hope that
 

funds would arzive in time to meet the bimonthly pay
 

period. In fact, officials at the Ministry of Finance
 

maintain that it took up to 30 days from the time invoices
 

were presented to USAID before a check was ac:ually 

received. The delay in USAID check j usuing rnchanism and 

the redundant interagency billing system in Cipe Verde
 

delayed payments at the worksite for up to 3 )ionths at a
 

time. Although this condition persisted for 
--he first two
 

years of the project, with the implementation of the
 

advance payment method the USAID bottleneck was eliminated
 

and flow of funds was somewhat improved.
 

The biggest financial bottleneck, however, was not with
 

the USAID system but with the cumbersome manual accounting
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system used in Cape Verde. While independent verification
 

has demonstrated that the highly centralized and
 

multi-layered accounting system in Cape Verde provides a
 

high degree of financial control, the tedlous accounting
 

system while positive from a fiscal point of view, tends
 

to slow payment on the worksite considerably, especially
 

when the project is away frot Praia. Due to the insular
 

nature of the country and slo inter-island communication,
 

the farther away from Praia the project, the longer it
 

tends to take for payments to be made at the worksite.
 

Thus, the constant financial crises which plagued the
 

project fron its very inception. Although, there tended
 

to be a gradual improvement in the expediency of payments
 

over the years of projerL implementation, it was never to
 

the satisfaction of tiose responsible for project
 

management on the field.
 

Management-related obstacles were another key problem area
 

for the high cost and dol , in project completion. 

Similar to budgeting miscalculatiocns, project programming 

and completion timeline were both deficient and 

unrealistic. Initially conceived as a two-year project, 

the Cape Verde of 1978 (and even of today) did not offer
 

the right conditions for ilding 51 schools, most in 

remote rural &rcas of the ountry, in two years time. A 

four-year timeline for project completion would have been 

more realistic and, even then, everything had to wyork 

under ideal conditions.
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Although project management improved considerably over
 

time, it was never really able to provide the level of
 

supervision and planning which a project of this scale
 

required. From the moment the USAID-contracted engineer
 

assumed monitoring responsibilities, it appears that
 

workflow and timeliness improved considerably.
 

Although as initially conceived, a project management team
 

was c.-Pated in MOP to be principally responsible for 

managing the USAID-funded project, lack of qualified
 

management technicians in MOP prior to 1981 did not
 

provide the project with adequate management guidance.
 

When in 1982 a new manager was assigned to the project, he
 

only assumed yet another prrject in addition to the many
 

regional projects which he already coordinated on a full
 

time basis. A project of this magnitude requires a full
 

time manager and secretary dedicated exclusively to it.
 

If such a manager could not be located in the country, an
 

expatriate manager might still have been a 
cost-effective
 

alternative. It was generally agreed by all those
 

associated with the implementation of this project that
 

the type of leadership which could be provided by 
a
 

management team exclusively dedicated to the project could
 

have completed the constiuction phase on a timely basis
 

and at up to a third less cost.
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B. Teacher Training and Upgrading
 

Under the teacher training and upgrading component of the
 

project, a total of 200 educators and education
 

administrators were to have received teaching and
 

management skills upgrade training, respectively. The
 

training was to take place during the summers of 1978 and
 

1979, and to include 100 hours each of instruction in such
 

basic topics as teaching methods, health and hygiene,
 

nutrition, arts and crafts, and so on. In addition,
 

middle-level education management staff were also to be
 

trained as trainers in order to be able to carry on futume
 

teacher training without expatriate assistance. The goal
 

behind thce teacher training component was to upgrade
 

teaching and administration skills znd, thereby, improve
 

educational services and indirectly enhance the quality of
 

Cape Verde's human resources.
 

Although the Agreement stipulated two summer training
 

sessions, four consecutive sebsions actually took place
 

between 1979 and 1982. Correopondingly, while it was
 

initially anticipated that 200 educators would undergo
 

training, a total of 350 were actually trained (325
 

teache~rs and 25 administrators) during a total of 486
 

honzs. For more detail, see Table 2. With the exception
 

of 1979, in which two summer sessios were held, one in 

August and another in September, most training consisted 

of one 96-hour session per summer. Below are some 

descriptive details on the seminars. 



Table 2 

Q ndro 2 

Participants in Teacher Trainiig and Upgrading Seminars 
Partiripantes nos seminarios de forrmt ao e superac.o de professores 

1979 1980 191 1982 TOTAL 

Trainers 

Enquadradores 

5 6 13 I1 1" 47 

Elementary Teachers 

Professores primarios 

50 20 55 I0( 100 325 

Number of Hours 

Numero de horas 

96 96 96 102 96 486 
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Descriptive information on teacher training and upgrading
seminars:
 

Date 


Aug 1-20, 1979 


Sep 	 3-21, 1979 

Sept 1-20, 1980 

Aug 17-Sept 11, 

1981 


Aug 	 16-Sept 11,
1982 

Participants 


20 	manual arts 

teachers 

6 teaching staff 

40 	 C.V. elementary 
primary teachers 

10 	Guinea-Bissau 

teachers 


15 	 teaching staff 

48 C.V. elementary 
primary teachers 

7 Guinea-Bissau 
primary teachers 

13 teaching staff 

100 elementary 
school teachers 


12 teaching staff 

100 	 elementiry 
school teichers 

13 teaching staff 

Subject Matter
 

cabinutmaking, 
 weaving
 
and tapestry, ba3ket
weaving, carpentry,electrical repairs,
 
leatherwork, 
 and 	 poli ical 
educatior
 

pupl] motivatior, school 
and comiunity, educational 
evaluation, instructional 
objectives, teaching

methods, child psychology,
 
sanitation, -utri ti on,

Portuguese, Irithmetics,
 
artistic ex. ression,
 
school legislation ind
 
political training
 
learning 
 theories, evaluation 
Portuguese, mathematics,
family and school, visual 
education, communications, 
games, visual aids 

instructional objectives,

child devclopment, 
 commun
ications, learning and

evaluation, mathematics,

Portuguese, personal
hygiene, work and environment 
visual aids and physical
 
education
 

child development, learning
and evaluation, communications 
mathematics, Portuguese,
production of vis;uaj aids, 
sanitatl.on, games and 
sports 
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As can be noted from the above, not only Cape Verdeans but
 

17 primary school teachers from Guinea-Bissau also
 

participated in 
the 1979 and 1980 training sessions. This
 

fact can be explained in the context of the concrete steps 

taken up to that time t(y. ard the creation of the unity 

between Cape Verde and Guinea-Bissau, a priority goal
 

which existed until 1981 when unity plans were abandoned 

due to estrangement in re]ations between the two countries. 

With the exceptien of mid-level educational ttaff and 

industrial art-) instructor:,, the t ra ininrj focused 

principally on ptinary s:choo] teache-rs teaching glades 

1-4, which in Cape Verde comipri, e ban,c primary 

inrtruction. Thur;, the part icipation of 32.) -'2mentary
 

school teachers in, the USAID-funded program upgraded
 

teaching ski]ll of over 1/4 of the then approximately
 

1,200 primary teachers, in the country.
 

;AID ntnctt i,;-v to py for -2 U.S. or 

Brazilian training consultants per Sersjon, participant 

transportalion, lodging and per difen, and educational 

materials for do]monitration or di ltxution. 

1. Ma jor Probl]ms_,;_ijJnrg Prijary Jnstrut.i n
 

iAlthough the teacher trai ni q and upgradlng programn fuil.ed 

by USAID went a long way toward improving th(" quality of 

basic primary education Iji Cap, Verde, the-re re, still 
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some major obstacles facing this 
level of schooling. Two 

major and interrelated problem6 stand out most 

proLlinently: lack of adequately trainied teachers and 
Instability of teach.r- (mploynerit. 

a. Teacher Trainiriqg Needs at the Elementary Level 

From information on 
Table 3 it can be noted that Cape 

Verde's pjrary tea-:hers are severely undertrzined. Only 
16.3 of the nation ' !; current 4eachi rg force po.sress full 

prinary t rai rig while thc. rc'ra ning 83 .7 only h:ave liasic 
or rudi rw tiaiy tirt-i ir9i tqeq itIcdo ,r,t .( j o ] 01 fr or 2 to 
3-montl. .it*r i r u ,,k'J.V:. " LT Vf'Iwhglr Ilaj.I ty 

actUid]ly At(Ifd th t t(t(hlJj" ' ,'('(, With t1 I -IIen tIA 

recqu I rer , I,ft 2 y , of hig, :clioo] .rdie t,oiaitjnq at
 

. ...........
 .4 rs . i....•.... . v. 

evaluation, IioWev(. r , iridljcait-d that they htve Leon
 

teaching for f;over yearsi. Whil r..t r or ted having 

learned a qrent. dit,a] ci the job, it. wat; gu(er-rally felt
 

that 
 they Iacked tIhe .x,,rIese. in tk.achirj rr,,t hodology
 

and viodl 0r i p jo; ica
dw,,d ] I echriiue . 

Of thoev jilt (-I% ifwed, le,;t. that I i at t -ied t h.
 

U~f;AI-fum].d 
 tX iIiiYJn ; I-P'inx-tm . Thi, v;ir,]l I cqrc up (lid
 

howev, , una I iiIt:()I y fe') t hat , 
 wi t1 hvi ,j,r I. of
 

tclchirlqI .:l. if-ficEt 
 , t li, ty pr () Ijtv Ir ,V' tye,iijlnn can
 

,rov i, thnr:, with It-,I,,h s :!iAll, 
 ilit,,t iquivalrit to tle 
fully tr ird ji isa: y, ti,achi.. 
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Table 3 "-a br(f rrr.r Teachers I1w Cateory 

Quadro 3 Nilwnro de prc-fe~zsnrc,. rin.1rins por claqSiticao 

Fu1l'r Tr21iied 

I .~. I f ___ 

I 

TOTAL 

tr-!e~rcrc~ -4e rosto, -

I 2 if 3 55 (3.7%) 

Toa 7; 21 1fz . (o: 



Although the. evaluator had hoped to survey more teachers 

who participated ir, the USAID-funcded training program to 

determine the ]ar;tinq inhpiact of tile scrr.i aan;, only 5 were 

actually t -achinq at the U.)AI D-furnded s:chool]n. Al inquiry 

znade in1to t hi. ](ct.Oll I( itda 1;gllltlit pr(OCtX';!; r(fVv',led 

that not or, ly had the. b(,'A tea;chIr,; bt.. : (I'cted to
 

particip 
 at . il the, ,klilI] , upqxidi i:j i;'nti ,ld , Jlut that 
therse t (.Z.C 1cr'y hd ; ore, ' ;-, I I, I I..d. r f, (rCy ,," cnC 
to Olt foi u1 ,II riItI t I I x I i]I :ch(c-,l .. Due to their 

f enjor ity, notu iitI, they ,TehI.d to I1 ( ti tVeXtU.Ily
 

a!;!. i to t I (,c("'lt(1 (A tiheh ' O(i ,ci! I a
 
qr 

sir j Irg "t I or t Il v ,uitt or wta.. t~ilt 1_1mny of the
 

I*tbite.: 
 quau I i j d t ter,, }iW It-1 t t ('ito i rigj f cr Iwt ter
 
|)a 'Jin job> jh otb.1 
 2 ;('ctoX o('2 t l 2(i t (I l road. 

b, Primarly Treiche VJi-,]cVflt:cit C( ridi t irm,-

The ( xodu , c Jr r tyt - ('II. it, to mo z o ii r-.t I vaxe iX tr.
l.'cr't'X.J~l l ii b~y off els',',l: t l' 1.ir t try t f |Jd ucl'a t Io n 
w i t (-l d]hti Ic:I t f ihf if tit VX r It lir ' ,f:duat( i cn
 

In : i ey'~ t 1 :4
f-1' 1 1j e 11 Y'Vl ll t 11, ('W,, ;[lIt vd 
''I(I' 

tt111 
ttvc 

t ic 
I 

f-t 
la! 
.i. ~c rai llP,, 
 ;?t v, llit"
 

tr'ic hex e, I( ., ''iu tlo , cj!,. ', l1' : ( f love(YVit 

for th, lllfq .*ltj, It 1.;Ia: l ll ly ;l 'ed tI hu 

t (,~I . I W j.' I I I t Ii y i 1 h t4 
* ltI 05 it 1j'i I;a It Ii1 I Ii-' . 

I eI.t bilvfe I' 1, i Wt I rui 1 (1r )'" lt. C11( I C i'lt,.31, 1i4 tI'o 

C'ollt I t 1. '--mally finvi 104t'n W(~ Ik I tffq I (,I po1iiej y I or up 



rri-ary Teacher byw,',nthy Caitepory 

" E-Trni de 'r."fc- res pri--ri- por categoria 

C."lvvn E 
t.. -

'~ 
0~ 

{ 
- TOTAL 

_________ 

,rw- de qu'dro 71 154 11 1 242 (16.2%) 

I 
I 

-r 

-~ores 
-

evtnltuais 
23 37 212!23 24 151 1,251 (83.8%) 

,5 

17_ _ _, 2__3 2-5 is.. 

257 !.!~ j 2 "3 1,493 (100%) 

2I8a 
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to 15 years. Permanently employed teachers, on the other
 
hand, enjoy j01 SeCurity, basic benefifn, and l2-month pay
 

for 9-month wowk. The majority of permanently em l|oyed 

teachers work princAipally in urban a re ar . Ovei half, work 
ir the major "itier, of Iraiii and 1mindeco. Ironically, it
 

is the overwheljrig mnijoiity 
of ruini] t ,achx,, worki ng 
under the ruo- (1:I i ouIt ccrd ti (It, who not on] y caln 
less but have io job .e'u1iljty il.; well. Offic ia]:. of the 

the Minif.,tiy of 1.duc t i-Wi a; |-ar to , . V']] ,),I,-rilof the
 

Crit ical tilt u e of 
 ,[d .1id
i. I Ierr v,<!vf'tAi hl <,t to 

at ter, t to !t l.11t t etc li y :- ,]'yr: t and,
 

thcreby, 2 duci. 
 th( ie e(.dui of Ohe. 1c1(1 dy,3ai-'2ai(] often 
bttvt quali lied te.L~iie, 1. to, c tLi nic-' ex(t.. 

Thr fizut ttej,, 
 i 1:11 eren t iri thif Ji;r. t two yc.rt; by the 

present iV niij tc{ of L]duciti,t , wo' to0 a f ! ici l r of 

thO n,'ctox r t. WkIh l( tt' (141i, t r, i ]11ally (pi vil it(. to 

Coo|,.x 1"..,by Lix tlit 1 2t/.l y eli-n] t,, i-rr. in, their
 

I ,f:per-ut ivf tI( t or .
 a 


jo ilt!t fol., , ,It I 0 1 d,'l-, ti: tt.11(,, ii 


011y, tf"dc-hit)o I .!~iqt or 

. tI,(- have toI, , 

I,(.prI f hl i ]yI llit hi, I .- t1 IIy I )i - 1,i!, . %tic t ii i], ind 

| '(I'liap lrorn 1 l : tI 1 d(it (qi, a- 1,17 .. t10 valt
 

li.jol I t y (l 1 
 It f ,i11ff4 (i-Ic liedI!, II I i I ,li tO11 

urj,| I (-y i1l' 1 (, ' il7 ( Ilt, I. ll i'~
of, i'il 
 I lit-l
 
rlYi] (yslit #I I .lit ( i, t , lwr ,1, t li f (1v 1 fq 'l. hoo' 

yl-tjl I v',' I ]I e vt l 11.?4 1, Ij 't4 1 h ,, i),( l,,iv, 1 41lt I :1- 1'
0 i fni
fil) 0 )'i;I1 1i I, -i(,t ..1i Il I r. , V'l I I vl-av l e-aci(, 

Liii ](ti l :fII) I 0li 'l ,;,tit iI l il l, i i?w ll te' I1iJ sft-c , 

* aleint Jl I l i c i * e b e ~ a~s n t t n i r ia i  . f i c: 1 t c ~ dIfi vi..i~ tl 

0 
4 )f



Combined with the p6licy and administrative steps taken
 

previously by ME, the teaching force should be able to
 

significantly improve the retention of the better trained
 

and more qualified teachers. In spite of this relatively 

gigantic employment step by the IE, however, almost one 

hali of the present primary teaching force will still 

continue to work on a temporary basis and in addition to 

low pay, will receive no employment benefits. 

IV. SUMMARY AND CONCIUSIONS 

Overall, the evalu,atoi found that the school constructJor, 

and tvachi tra.ining project not on]y complied with the 

termrt of Ihr Aqzr'roolit ,ut that the puo itivu, 

uriant3 Cicij ,]dt 1.l0 . i for r;.mr;,r.d the objvcti ves 

- i) 1I .,,,i 4, 6- t ,,,r ,"A l" I.t#* Wd h I ]nr n delav 

In c ,:p]tinc 1 the pmzojct and the hjqhr than projected 

cosrt ; of mornt r.clhoo]l , th. lo) J .0 (utiput i.ta]lizd 102 

*ath x than, the p u 100 yt.:.r , anid traired oried W l, ,c : 350 

71V.Pur esiL iYi rid]ly planntd. Whenerducat Than o 

imni l ,tor, an d ,t i i,] ,wdqvt p.l .ic e.ci .retnaku, into 

cost. I](Hr a ti(nm, the l onig W']'ay, whic'oh iot on] y poxmZi tted 

t ho a ]roul I o(dv "va ,,, o I ho. (tQipp Vid an ,r-udo, and 

liE I ire. of t hr d]] Ini wh ih (1452 mud were P-,la to 

* pu tuharva n t wice an rust, qi ndv an61 ruivirv i. 3 91!, 

an.in 14u, U"Y indeed "i lAUVOt Ii n uhisquirv.. lie) I hie 

IW i] ihal(hLq I, itftiVra[I ,I .' / '10:1 IV ,E h t oP](O'l , In. 

(*ouhl Iht ht 1iven 1/4 of t he !Q jj t oL-jct Jv r; would 
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The schools visited are unquestionably of far better 

quality than other rural schools where other elementary 

school-a9e children are presently being taught. When 

asked how these schools compared with other schools where 

they had taught be~fore, teachers overwhelmingly pointed 

out the fact that the spaciousness, luminosity and new 

furniture of the USAID-funded schools created a positive 

learning envirnoment. Many teachers who had taught the 

same pupils in-previosuly rented facilities in the same 

community were convinced that the observed higher student 

r performance was due to the quality of the new learning 

environment. When compared with the rest of the primary 

* schools, large numbers of which are no more than rented 

shacks in rural areas, there is really little d6ubt that 

*ithe USAID-funded schools have significantly improved 

schooling ii rural Cape Verde. (See pictures at end of 

report for a comparison of rented classrooms and 

USAID-funded schools). 

Ft- beyond their anticipated function of serving at rural 

classrooms, these schools are veritable cmunity 

centers. To be sure teyfunction first as primary 

• classrooms, but the multitude of uses which they serve as 

* a place to hold community functions are perhaps equally as 

1. ortant from the point of view of the school/community 

r" ationship. Hence, it can be safely said that If the 

intended full use of these schools was as primary 

classrooms, as a result of the triple shift program which 



their function as
exist in many of them as well as 


community centers, increase their functional use 
by 1(0 to
 

200 percent. This same relatively heavy use of the
 

facilities, however, has its drawbacks in terms of higher
 

wear-and-tear and maintenance costs.
 

Due to the extensive use of plaster 
and paint in many
 

schools, upkeep will be a relatively 
eypensive item for
 

One possible suggestion to
 the Ministry of Education. 


to look for ways to persuade the
 minimize this expense is 


their own public

local population to see these schools 

as 

have to keep clean and well
house that they will 

that the community is alreadyGiven the fact 

use of these facilities, it should not be 
maintained. 

making extensive 

take responsibilitythe:i to totaldifficult to peitsuade 

may be to cnalge
for its upkeep. Another alternative 


use. The funds
fee for extracurricularnominal user 

le used to cover maintenancecangenerated from fees 


Due to their robust construction, however, the
 
expenses. 

terms the local community's
upkeep while expensive in 	 of 

to cleaning, painting and 
resources, is primarily limited 

minor repairs. In this respect, teachers need to be 
other 


change agent in th(, community able 
 to 
trained to become 

in maintainingres;ponsibiIitymobilize coIrImunity pide and 


Put before teachers can

in good condition.the school' 

own low 
become searlen] ill coImunit y devel opIenlt , their 


morale wjIl n(.-rd to hv significantly uplifted.
 

uteps have already been taken to 
Although r latively major 
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provide permanent employment to approximately 35% of the
 

current teaching force, it is not clear how many of those
 

who teach in the USAID-funded schools will 
be affected.
 

The relative low morale of teachers with whom the
 

evaluator met appear to 
revolve around employment
 

problems. Teachers were generally quick to point out that
 

their more enterprising colleague; with equal background
 

and training had found relatively good jobs in other
 

sectors. They, in 
turn, felt that education was a labor
 

of love and sacrifice because the majority of 
teachers are 

the least protected of all civil servant:. It goes 

without saying, however, that providnq pimvnrrent 

employment for the 750 teachcrs who will 
not be affected 

by the n:w permanemt employment program would represent a 

sirable expense for the M'ini it:ry of Education. 

Nonetheless, onsiderirng the low teacher morale with its 

consequent low productivity, the resulti ng educational 

benefits may well be worth the addit ional salary costs.
 

While 
none of the documents reviewed for this e.v1:]uation
 

indicated any direct connection between the r;chool
 

construction and teacher training comlori"ntbt, tilt

evaluator attempted 
to explore whether any effort had been 

made to as;sign teachers tra ined with USAID ar;nirntantr to 

work in the USA]D-funded schoolp. Jnd ,ed only 5 of the 65 

teachers i nter'ipowed had attended the, UHA l1-funrd d 

seminars. Theenr: teach(:r did ,appar, r (,lit hun.i artic 

that the rest, a further indi cation that tie hent had been 

selected to participate in the training .rdnars. 



In conclusion, it can he said that the USAID-funded
 

schools are the best primary schools in Cape Verde, an
 

assertion unanimcusly made by teachers who daily 
use these
 

facilities. 
 It is clear that the physical learning
 

environmnet has improved significantly in the three
 

islands where the project was implemented. However, while
 

it is difficult to argue against the merits of 
a conducive
 

physical environment whore the learning experience 
can be
 

maximized, learning involves much more than sound and
 

pleasant buildings. The ultimate determinant of learning
 

is the human factor. 
 in other words, children physically
 

fit and mentally ready to learn and, equally as 
important,
 

a teaching corps that has the enthusiasm and preparation
 

to stimulate the child in the learning process.
 

Cursory observations made of teachers in the schools 

visited as well as the teaching methods used suggest that
 

before learning in these fine rural 
schools can be
 

maximized, the morale and training of teachers need to be 
significantly improved. 
 Some steps to improve morale have 

already been taken and will undoubtedly affect a sizable
 

percentage of rural teachers. 
 ',.at is in dire need 
however, ir the upgrade of teaching skills, responsive t(
 

the needs of rural children. Observations made during
 

classroom visits indicated that rural children are being 
taught ident"cally what their couterparts in urban schools 

are learning. The observation does not mean to imply that 

rural children should receive lesser or 
better education
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than urban children. Rather, it was observed that primary 

instruction in rural area, sti 11 continue to be overly 

bookish and does not seer; -s Eeflect the local 

surrounding. There is no need to produce now texts in
 

oider to establish z link between the school 
and the
 

commaunity where it lunctions. 
What is needed however, are
 

well trained and -2eative teachers who will not be afraid
 

to utilize local material and conditions of the
 

surrounding environment to complement anA supplement the
 

texts slavishly studied and memorized.
 

Unquestionably, the USAID-funded schools provide a more
 

adequate and pleasant learning environment than the rest
 

of the primary schools in Cape Verde. 
 What is now lacking
 

is appropriately trained teachers who will fully integrate
 

these schools into the community and make them a live
 

learning environment. With properly trained teachers,
 

these schools have the potential of becoming a model rural
 

educational program. 
 It may be a vry worthwhile endeavor
 

to explore which type of teacher training would best fit
 

these schools and then implement a Iraining program that
 

would yield the best results. As ticy now stand, the
 

USAID-funded schools 
are fine buildings. They could be
 

turned into fine rural schools with relatively small
 

investments in appropriate teacher training.
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V. RECOMMENDATIONS
 

1. Paint all cement blackboards in classroorms black to 

enhance visibility and create a greater contrast with the
 

white chalk.
 

2. Provide wooden risers in classrooms to enable pupils to
 

make full use of the blackboards.
 

3. Change all defective and poor quality door locks with
 

better quality ones t:, prevent vandalism.
 

4. Use screens or other devices on the portholes to permit
 

better ventilation of classrooms. With appropriate
 

ventilation, classroom doors and windows can be kept shut
 

and thus assure a quieter classroom as well as minimize
 

door and window damage that can be caused by banging,
 

especially in the more windy aieas.
 

5. Place i tal grids on skylight over blackboads to
 

prevent vandals from breaking into classrooms.
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6. Provide each school with 
a hannmer, two screwdrivers
 

(one phillip arid one flat end), 
and a box of nails for
 

teachers to make minor repairs at the earliest sign of
 

damage. By making these minor repairs on time, greater
 

damace and additional expenses can be avoided. These
 

minor repair sessions may be incorporated into the
 

curriculum not only as a means of teaching children the
 

value of proper school maintenance but also as an
 

introduction to basic manual work.
 

7. Provide appropriate training to teachers who work in
 

rural schools to assure that a greater linkage between the
 

school and the immediate surrounding is cr2ated.
 

8. Train teachers ab change agents 
to mobilize comnunity
 

pride and responsibility in the maintenance and care of
 

schools.
 

9. Persuade the community to be responsible for upkeep and
 

maintenancl cxpenstes of schools through sma.. , regular
 

contributions that can be made at temet/parint rreetngs. 

This is already being done in a small scale in some of the
 

schools visited.
 

10. Assure that teachers make use of '-rjzt! notices a 

standard practice of notifying parents of meetings in
 

order to assure greater attendance at parent/teacher
 

meetings.
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L.Train teachers in the use of local materials that can
 
--,be7incorporated -in -the curricFUluifto_create' a-greater
relevance between the school and the community as well as 
foster greater appreciation for local community resources. 

12. Provide seminars and workshops to train the 80% of
 
untrained primary teachers in modern and effective
 
pedagogical techniques.
 

13. 
offer all primary teachers permanent employment as a
 
means of improving the existing low teacher morale.
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OUESTIONS TO GUIDE DISCUSSIONS
 
SWITH LOCAL orriCiALs
 

1. 	Tova umot cowproonsio clara do projocto desdo o inlclo?___
 
2. 	ToVe ua comproonseo clara do .eu papal nout. projecto dedo 

o lnicio?
 

3. 	Acha quo ox pianos do projecto cram suflciontomonte detalhado.
 
para permitirem uma execuclo satisfact6ria do projecto no sou lado?
 

4. 	No sou vor, quo entidado 6 quo era principalmento responshvel
 
polo projecto?
 

5. 	Quo ovidincias concretes 6 quo o lova a osta conclu.ho?
 

6. 	 Quals csram -s Po*s princlpais do fluxo du lnformaC¢o entre os 
03 rosponsivois do projocto? 

7. 	As comunlca,o, cram claras . frequonte..ntro os respons.vois 
duranto a execuqio do projecto? 

'8. Ache quo a ostrutura * artlcula;io dos diferontes Hilnist6ros 
onvolvido, cram suficlentemento cohosa ou dozaslado lacta.? 

9. 	Houve algum atraso do projecto na parto quo estevc sob a sua
 
responsabilidado? 

9a. 	Qualm foram os principals factoros quo causaram atrasos?
 

10. Quo outros factores causaram impactos negativos na execucio 
do pro~ecto? 

11. 	 Realisticamente, quo sudidas podlam %er tomadas pars ielhorar 
a exocuc5o do projecto? 

12. 	Dentro do ideal# quo modidas podlam ser tomadas pars melhorar 
a oxecuclo do projecto? 

13. 	 0 fluxo da documentagIo neste projecto foi normal, maas lento 
ou maic ripido do quo outros projectos do quo 6 responsivol? 

14. 	 Respostas aos ious podidos faitos a outroa Minlot6rloa ou
Departamonto. chegaram-lho no poriodo normal do tempo, dmaslado 
lonto ou mals rApido do quo do costume?
 

14a. Quo Mtnirt6rlo/Dpartamento foi rosponsfivel?.
 
15. 	 Quo rnedidas especlficas recomenda pars o molhor funconamento

do iemlhantes projectos em quo cooporam virios Departamentos 
e Mlniotirios? 

0 	
4 . 
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_____ 

________ 

QLIONARIOW PARA PROJMSSMV~ 

1.*1quanto tempo quo4 professor? 

2. E professor 	nesw coscia h9~ quanta tapo? _____ 

3. 	 Distnou antes an a21gmiotro Luga? ________ 

(Caso SIM, lndiquos)) 
Lbiar(os) 	 Data(s) 

4.. 	 Qoe classifikacio do professor tan octualmente? 

S. 	 JA towA9 a i~tre classifikejg cano professor antes? ______ 

(C~so SIM, indique) 

Profess. do Porto 

* 6. )Iaqanto tawo quo rocebou a presonte forna io? 

7. 	Ccmslders quo tan a foamgo &*pqads pare a twV& quo dunha? -? 

* 	 ~S.CAuidera "u a sus poosgao aetual r*querwro uSm do gmalficmA~& 
a daquilo quo poswi? _______ 

(Caso SIMI Indiqus) Hamlw __ 

9.QjA1 Ga puu 	,aria do fuaifS quo oisidua noosaro pmr ista 

* 	 ~10. 'sqmm ig ma.es4io cu owvo do I"~a do fnmgob?
(wws SmI lndiqus) Quwido Oid __ __ 

11. 	 aOocisidamv a qia11dade do fawioo quo nofOsbu
 

avlor ____
 



2u~ar do sev?VIO.Mt 

1.QUads 0*40 as 3 rTcmo a9da&s quo faria papa taznar a forynajib ma
&doquada ao meio mbionte desta evcola? 

2. 
3o 

14. ~~o'*S o s 3 Pmob2wis principaio do ensino nesta oscola? 

2. 

3. 

IS. Qis S8w" as 3 axpoctos positivocs da ejicola ande trabelha7 

2. 

2.6. Na sua cpi~o, a qwoe que ropresenta eirta escola pamreasta oamimidade? 

7.Alis: do saU, do au2.as quo CztM USa ter nta osooIA? 

2* 4Awtos aliumos frvqumtam eau esoola? -. 

29. d~qu a ozaldado da esoola.__________ 

*20. Xziqueabeixo quilquar cutro oawt"i we ju34gu. t.'til PaiM oe 

http:sev?VIO.Mt
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______,__	 ,: .- 'ITE VISIT CHECKLIST . •___: _ 

1. 	 Location of school __ __ ...... _ _,_.... 

2. 	 Level of completion __-_......_____ 

3. 	Date occupied
 

4. 	Number of Teachers Number of Pupils--.
 

5. 	Number of Shifts/day _ ,_ 

6. 	General condition of school: Good Fair Poor
 

Comments
 

7. Condition of playground: Good Fair Poor
 
*,. Cement_ _ Earth ,_, 
 _Other
 

8. School Enclosure: Yes No

: 9. Fixtures: Lavatory Toilet Sink Other
 

10. 	Facilities: No Classroom Bathroom itchen . 

Water tank . Cistern Other_____ 

11. 	Utilities Elect'icity Water- Other
 

12. 	Vegetations Yes No_ _ _ _-. 

13. 	Furniture/Equipment
 

14. 	Modifications from original plan: Per original
 

Expanded Reduced Other
 

15. 	 Problems: 

Construction_ _ _ _ _ __ _ __ _ 

Fixtures_ 

Furniture_ __ __ __ __ __ _ _ _ 

Vandalism________________ ____ 

Other___ __ ___ __ ___ _ _ 

16. 	 Upkeops 

Need repairs _ _ _ _ _ _ _ _ 

improvements......... .. ___ '_,_ ,.. _tJ_'__ 


To be completed_________________________
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0 EVALUATION OF T-3X CONSTRUCTION COAPNX!T OF THE
 

PRIMARY AND NON-FORMAL EDUCATION PROJECT (655-0008)
 

0. SUMMARY 

The Primary and Non-Formal Education Project (655-0008) was 

designed to improve primary' and vocational education facil

ities on the islands of Santiago, Fogo and Brave, Cape Verde, 

upgrade the professional skills of teachers and school admin-'
 

istrators responsible for Cape Verde's elementary education
 

program.
 

Direct beneficiaries of the project Include approximately 7,000
 

students per year.
 

The project was authorized on June 20, 1978 with an 
anticipated 

term of three years. AID grant funding for the project was 

$3.ooo.0oo. of which a8Droximptel. 2.70.00 was allocated 
to construction. Project Assistance Completior Date was
 

originally established on September 30, 1981 but it was ex

tended up to February 28, 1985.
 

The focus of project implementat'n has been on:
 

(1) the construction of 51 primary schools with 102 classrooms, 

48 kitchens, 33 cisterns, l4 toilet facilities sd 6 adminis

trative/teachers offices in the islands of Santiago, Pogo n 

Brave; 

(2) the construction of 13 housi; units for teachers in the
 

outlying areas of the islands of 
,antir3o, 7ogo and Brave; 

(3) the construction of one vocational education workshop at 

sBo Filipe, Pogo inland; 

(4) the provision of furniture for 70 classrooms; and 
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(5) the provision of carpentry tools for the vocetionel work 

The principal purposes of the project were achieved as tndi

ceted below. As of March 15, 1986, subprojects reached the
 

followins status of construction:
 

100 % completed .... 	 61 sub-projects 

90-99 % completed... 	 1 school, 1 house for 
teachers and 1 workshop 
in Fogo and 1 school at 
Assomada, Santa Catarina, 
Santiago island. 

Large school at Assomads 	is expected to be completed by April
 

15, 1986. Major problem 	was the lack of roof tiles which
 

h'ie not been locally manufactured during two years. This
 

school will be put in operation after Easter vacations /oa 

April 20. Out of 3 unf4nished sub-projects in Fogo islandti 

remaining is the house for teachers at Chi des Caldeiras which 

shows'various deficiencies that nee4 to be repaired and the 

workshop at Sio ilipe whose electrical installation is still 

missing. According to the Government Delegate '_f FogO, full 

completion of sub-projects is expected to take place by the 

and of April 1986. 

As of March 15, 1986, out of 51 schools, 48 were in operation, 

providing planned services per over 6,000 stude'nts. This 

figure, however, will increase considerably wi. 1 the opera

tion of the 8-clessroom school at As .ads.Nd:,ted bene

ficiaries of the project - 7,000 students per 7ear - will be 

exceed upon the operation of these schools. Out of 13 

houses for teachers, 11 have been occupied. T'he vocational 

9,&
+ "4" + . .. : . . . 4++,,.~; + ~~~~~~~~~ + +•+ +	 + :+++ ++ 
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* workshop is functioning ns a zregular.classroom due to lack of 
carpentry tools which we,-e late procured in the US and have 

* 

not yet arrived to Cape Verde. The furniture for 70 class

rooms was manufactured by the non-profit Cpeverdeen Institute 

e 

of Solidarity. All the furniture was delivered by February 

28, 1985 to the Ministry of Education which, in turn, has die
tributed them to the AID-financed schools. 

The project has suffered from various problems which led to 

serious implementation delays, construction stoppages, abort

, 

. age of funding, misunderstanding of the implementetion agen

cies but overall progress at PACD date was considered good. 

0 

* 

Problems encountered are outlined as follows: 

(1) Inadequate group staff at ehe Ministry of Public Works 

for project's designing, planning, procurement, supervision, 

S(2) 
bookko'epina a~nti peniiplytine 

Lack of a plan for the procurement of project's commoditiec 

in a timely and adequately monner. 

(3) The Implementation Agencies  five Idministrative Councils

were not aware of project's details, such as inputs to be pro
vided by GOCY, disbursement mechanism, lookkeeping and account
ing procedures, project assistance oompletion date and x-eport

ing requirements., 

(4) Method of disbursemint was cumbersome and led to a slow 

* \ 
pace of disbursements to GOCY. 1RED8Q/W('L turned down AID/' 
/Praia suggestion for use of "Fixed Amount for Reimbursement" 

(FAR) system because REDSO/WCA/RLA 

could not be made by AID under FAR 

said that progress payments 

financing procedures. 

(5) Ministry of Finance bee delayed payments up to 3 months 
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.. .from 


A 

<... 

the special account in the Bank of Cape Verde t,-the 5 

--.-Administrative Councils .- 'Jhprocedure -led.-to -contitruction 
stoppages, low productivity, cost overruns and salaries in
 

arrears.
 

(6) The technical, accounting, bookkeeping and management
 

capabilities-of the Administrative Councils were not commen

surated with the responsibilities of the project.
 

On the other hand, coordinating group staff within Ministry
 

of Public Works was not prepared to take these responsibilitie
 

because it was understaffed.
 

(7) Actual cost of sub-projects in remote areas of Santa Cruz,
 

Tarrafal and Fogo far exceeded the estimates done by the
 

Ministry of Public .Works. Cost estimates were developed by
 

the Ministro of Public Works for each type of sub-project
 

Ti *e . .. ...
 

cost of transportation, availability of water, aggregates and
 

materials, produtivity and site adaptation requirements.
 

(8) Submittal of documents to AID for recovery of advances
 

were very often ael ously delayed due to difficulties of the
 

Adminietrative Councils and/or the Ministry of PulcWorks
 
in putting together the documents Deeded. 

Major reoommendation,: 

.-(I) The life of th' s project should have been originally eats

blished for a per I of 5 years and divided into 2 or 

phuseoi 

(2) The conditions precedent to disbursement with regard to 
evidence of the aasignment of specific personnel necessary 

for implementation of the project should have not been de

leted through Amendment 
m 

lIo. 11 to the Project Grant Agreement 
+ ++ k + J+ ++ + + ... + + 

.. t .* ., , : . + + ? + 
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S(3)A plan for the procurement of all project commodities 

should have been developed by both the 14inistry ofPbi
 
Works and AID before the initiation of construction activities. 

- (4)Project 	Implementation Letters should have been issued to
 
GOC1' with copies to all Administrative Councils involved in 
the project 	detailing the GOCV and USLID inputs, disbursement
 

*mechanism, 
 procurement plan, accounting procedures, reporting
 
,requirements, problems encountered, etc.
 

(5) The services of a Portuguese 	speaking experienced civil
 
engineer should have ,een arranged for the initial period 

of six months on a full-tim.e basis and subsequently during 
.
 rest of the life of the project at 50 1 time. 

* (6) Design a "Pixed Amount for R~eimbursement" (FAR) mechan*i'sm 
with advances end progress payments.
 

'(7) Payments to the GOCV 
 should be deposited into a sneciAl 
* bank account to be drawn by the coordinating group staff within 

Ministry of Public V'orks (MROP) without the interference of 

the Ministry of Pinene. 

* 
 (8) Cost estimates thould be adjusted to each construction
 

site, taking into casiderstion remoteness of site, coat of 
transportation, availability of water and aggregates, physical 

*conditions of tearrain 	 and productivit7 of skilled laborers. 
These individual coat estimates should be agreed upon by the
 
Administrative Councils concerned.
 

* 	 (9) Technical assistance should be provided to both YMOP staff 

involved in project thethe 	 and Administrative Councils. This 
teohnical asristance should cover planning techniques, cons

* truction management, bookkeeping and accounting procedures. 

0I
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1I. PROJECT BACKGROM 
0 ~ Project Grant Agreement was signed c'n Augurt 19,' 1018. 

Project imprinj6jtation began in Januiary 107 with construction 
of schoolis in Preis and was later e:,tendel in October 1070 to 
the other AdministrAtive Councils. From Jenuary 2070 through 
December 1979 the project was financed by the GOCV Vinirtry 
of Finance which released funds in the amount of over CVE 
10,000,000. First advance of CVE 6,300,000 was granted in De
comber 1979. USAID engineer's report of April 9, 1980 indicated 

* 
tbet transportation of project materials was b matter of con
cern sid GOV bed not completed listing of materials. Very 
little work was accomplished from July 1, 1980 through January 

0 

31, 1989 as all work except in Preis and Santa Cruz was at a 
complete standstill for lack of funds. First disbursement was 
paid to GOCV in January, 1981 end construction resumed in Feb

i M4 A. a vt7 bUW Pe- AS ox ?ebruary 28, 1981 approx
imately 12 %of work had been completed. An of September 30, 
1981 the status of'oonstruction was (a) 12 claasrooms fully 
completed; (b) 50 classrooms at late stage of constluction; 
(c), classrooms at early state of construction; (dt 38 class
roome not yet under construction; (e) workshop near completion; 

0of 

and (f) ll the houses for teachers were under construction. As 
November 30, 2981 disbursements repre.ented 40 % of the 

conrtruction progress which was at about 45 %. it wee reported 
on comber 4, 2981 that (a) construction was one 'year behind 
sohbo-ule (b) AID project monitoring bed been sporadic; Cc) 
disbursement control procedures bad been complex and difficult 
to carry out; (d) GOCV complained about the slow place of dis
bursement; (c) GOoV bookkeeping was a nightmere; and (f) there 



a atat 
 the construction budget was insufficient.
 

An USATD cotrtegne ,aasind-o-te-rjc 
25 %tine on April 19, 19,79, 8 months upon the signing of
 
ProAg, during a period of approximetelY two years but there
 
was friction between him and GOCV project coordinator. 
From
 
early 1981 through October 1983 USAID had been ur.zocessful 
 i:
*trying to get an engineer on board for monitoring and inspect-

Ing construction. 
During this period an UBSAD/Liabon engineer
traveled 3 times to Cape Verde on diort 
 Ds. His first assign
ment conducted in August 
1983 was :.,j
propose a shaft from

cost-reimbursable method of payment to the fixed amount for
 
reimbursement (PAR) system. 
 An Implementation letter was 
drafted with the PARs of each type of school, house fortoschers
and workshop, disbursement mechanism, reporting requirements,
 
etc. but this proposal was turned down by REDSO/WCA in terms
 
tnet progress payments were ilegal under FAR financing procedures (cable 82 Abidjan 12719) and that such proce ure should
 
have been set before the construction activity 
baen. Subse
quently, RZDSO/WCA approved 
 a system of advancoes ubjeot to
 
USAID presenting s new 
implementation plan based 
on advances*
 
RECON/Dhkar agreed upon to grant 90- ay advances to GOCV
based on the Implementation plan prepared by 
 UBAID engineer* 

From October 1983 through the end of project, USAID/Prais en
tered into a personal services contract with an USBAD/iabon
 
engineer at 50 % time. 
 An implementation plan was worked out
 
with the GOCV coordinating engineer. 
Estimated total advances 
amount to CVZ 53,558,00 (approximately o630,000) which wore 
planned to be paid to GOCV on,5 trenohes et 90-day interval. 
Final oonfiguration of project was agreed upon with the 
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Secretary General of Vinist'y of Education on November 4, 
i T191Total number of bouwes for teohers was brought down 

. i to 13, rather than 25, and the workshop at Achadinhe wee de

leted. Number of schools we 51 with 102 clsorooms. As of 

Octcber 31, 1983, construction reached the level of 70 % com

pleted. 

Ground b'eaking of large school (8 clararooms) at AusomPds, 

Santa Catarina took place on October 1, 985. Construction 

of four schools and one teacher's house in Fogo lslpnd began 

in January 1984 but the Adminiftretive Council experienced 

serious difficulties due to shortage of transportation, and 

laborers. As of Msy 1984, there was all kind of delays in 
oollecting the documents required for recovery of let evance, 

despite poriod for this advance had expired on Nbovember !0, 
l-"'. Tie socuut:ind inMV'e complex eno 1iere was a troion-e 

dous added workload on the 'USATD. 
USAID sent a letter on February 28, 1984 to the Secretary of 
State for Cooperation requesting prompt delivery of funds from 
the Ministry of Finance to the Administrative Councils. lote 
disbursements frot tbe kiDistry of ?Inance to the Administra

tive Councils was :3using various problems to the construction 

of sub-projects. Tn general, the Administrative Councils could 

not make advances to tbe project due to limited availability 
of funds. As of Fay 1984, construction reached the le2e* of 
85 % completion. Contract between the -inistry of ducotion -
and Culture and the Cope Verdean Institute of Soliderlty for 

the supply of furniturv for 70 classrooms wao signed on 
1984. PO/0 for the carpentry tools wos forwarded to the I' 
selected US supplier in June 2984. 

4. 



Au Of PACD date 
 Februarzy 28, 1985 -pr'oject 
 2'eecbed Lbe
S ~fOllowint level 
100"% Of cornp, tion,____
.....
ompleted 
.. : 

.. ....
.
 
" complated 


80-.89 % COtpleted 

70-79 % cozpleted 
65-70 % coxPleted 

....... 


.... 

.

... 


.... 

31 
 ro g 

ub-projects
 

2 sub-projeet 
 .
 
3 sub-projects
 

sub-projeota
 

I sub-projeot
 
Out of 51 achools, 47 were in operation Providing educetion
 
for approximately 6,060 students. 
 QCit of 13 houses for teschore, 6 were fully completed and occupied. 
 The Vocational
education workshop it SBo 
llipe, 7060 
vlIand 
was near com.
 Pletion onlY misuing the electrical inetallailon. 
It count
 

_ 
 not* however, be put into operation due to lak of carpentry
 
tools wbieb bad not arr'ived from the 17s.
 
surnizurs, for ?0 closerocome wasn being shipped from the W~nstryof DIucation and Culture to the sites.
 
Flanl configuration of AID-finhnced sub-proaeot, Ia referred
 
to Annex 7.
 

wing to cost overruns,
3,400,000 (840,000) 

OOCV has raised appzoximittly Cvzwhich was required for coaplition of cons. 
truotion after teorami4on of projeot.
 

Wf. XRYALO MOPOway
 
i ftad-of-.Projet 
 evaluation focus on the follwi 


* 
 ) ox understanding of 
gs 

overall project INPloeNrtetion from
GOC perspeotive 
(2) Analyse problem encountered during project ImplennttioL,
0 
 ( Quantify project Impact 



or future.courq...ti
.....
 
0O -to
taken by both OO and AID to maximize utilization~ of project

inputs
 

Yethodology used for tis evluation: 
-Date collection through (a)Dome Of the bailsuch documents,8 the ProjectPaper Grant Agreement and Amendment Project
.
 Ipleenttion Letters, and (b) other relevant documents, such
as project status reports, field trip reports, memorpndefrom


AID/Pro8 
 and REDBO/WCA engineers and pertinent cables-
 eetings with bost countru officials identified Sr Annex III 
- Pe'sonol projectos knowledge Of evaluetor
 
-Field 
tripsI 
 inpect progress and operttion of moat of the
0esub-projects 

Quntifiable indicators: number and types of sub-projects
 
Qvewta percntage Of COMIPletJon for unfinished wrub..projecta,

number Of Students benefittlur from the project, operption of
vOestJonsl workshop and Occupancy of houses for teachers.
 

* V. I2' 
As outlined In the Pz'ojeCt Paper, conatruction inputs fromOOCv Involve the Supply of all sand, gravel, crushed rock,
* 
 stones for building walis and foundations ad water needed for
4onstruotion, 
 Tn fat, the coat Of onegpet and water were
charged to ATD by moat of the Adminiatrative Counoil#.
0 Governsent Delegates indidated that were not aware of arrangements

made by the Central Oovernment with AID. 
?0evertheleas they

stated that they had acted as the 1mPlem#DtAt1OD agrencies andj0 nobody from the Central Governm~ent bps ever negotiated the 



:i~~:.....,]aid as p-: by AID despite the P.P. reflects that all trucks~ : ; 

:: and personal trcneportastion shoold be 
a :Y0V input. construc- :
 

t~on Inputs from AID include the services of a top-level en-. 

gineers for a period of
A$ 111 

three 
VS 

months to work In clos e lissoniA4,VP'~CL*ueo n
 

organization and prossecution of the project. The a~lected 
AID engineer started workine in th'e project 8 month supon the:' 

iliil siingD of the PrOjvct Agreement at 25 % time. There io ... 
,: ,,.,:evidence that theme services were insufficient to meet the 'i: 

0 ..... requirements of the project at the onstt of construction. ;i 

upon the a gnnf the Pro ject Agreement, There was no aingle :'S 
tione-rutofom nAID ischold th elmar
snereof 
 cooles
n
 
man causes of delays and cost oterrune was the lerk of
 

•V. OUTPUTS 
dmCnstruction outputs ;arget" et 
 r
hetl 
 eot detnen 


are measuredbyainstdsie actual output in the followg table: 

-----,rj~WU21!--------................----------------
Cnstruti:o trnn uoobetauctin
p
 

es in
pau m f ela s nd ov s as he
ost rru leeVo
10 three-room a per three-m
elementta0 : two-room ontwo-room schools20 a.~ae elementar sobools N theromelementeryelementar schoote 

2 sogi-room e2ementere schools 
uponm mm mm eiebt-roomeeanentar
mmm .
 



7% 
 12
 

0 


0 

ct Out t --------------
 l,t , - --....-----.. 

100 classrooms (total)
15 teacher housing units 

IWI cipasrooma (total)
13 teacher housing units2 workshops 
 1 workshop 

Furnish:,
 
70 classrooms
 

Comments
 

102, classrooms were actually constructed against target out
put Of 100 classrooms. Cause for this minor change ie due to
 
GOC" decision to provide education facilities in the three 
largest towns in Santiago island. One 8-clessroor ard one
 
6-clsssroom schools were built in the town of Pria, 
 one 6-cle..
room school in the town of Pedro Bedeo and one 8-clescroom
 
school in the town of Assomeda. Therefore, two teacher houa1L'
 

units worp t .1.s.4 +i. 't. 


within the grant fuzding. 
At request of I C, one workshop in
 
Praia was withdrawn from the project because REC's desire in
 
to use the first workshop in Sio Flipe, 7ogo island s, a
 
pilot facility to learn mcre about Its goal of providing voca
tional learning experiences which are essentially Don-existent.
 

The construction phase was carried out by 5 Administrative
 

Councils which are headed by the Oovernment relegates. Project
 
Paper called for construction to be Implemented by ZC, 
 a
 

public construction company. It is considered unrealistis 
expectations to contract WCO for construction of small
"0'* "' o °o o~° °°, °, oi!facilities in the remote areas of Santiago and Fogo islands.
 
or in the Island of Brava. 


-
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VI.- 3MFICIAR~IES 

--eeiire-f ti-rjc - approximately-?OCQ 
students per year who were generally utilizing rented facil
ities which were seriously inadequate for both teachers end 
students and, in some cases, also pose heath hazords. The 13 
teacher housing units have attracted qualified teachers to out

* 

lying areas where it is different to rent a house. The single 

vocational workshop will enable GOCV to move toward its goal 

of providing non-formal education. ,This project will indirect
ly promote greater equality in income as a higher number of 
students have access to better facilities and thup will raise 

the general level of education. 

VTI. TEHNICAT.AWAXYSTS 

a.Evaluation of GOV.Plans and Costs 

The plg.and the cost estimates for the one classroom, Kitchen 
bulJding, the patio and the outside perimeter wells" were'deve

loped by the GOCV in sufficient detail and are deemed to be 
adequate and reasonable except for the following:
*1) The plans for the one-classroom comprise a reinforced con
crete round column, variable-sec Ion beam and slab which roofs 

* 

partially the classroom. This reinforced concrete wrk.was 
* deemed inadequate for the schools constructed in the remote 

*: 

areas of the island of Santiago and 7ogo where there are 
shortage of skilled labortrs a' no access roads to the cons
truction sites. : 

(2) Despite REO deemed necessary to construct cisterns in all 

* 
schools, 12 schools were not provided with a cistern. 
(3) Pive kitcben/pantry room were not constructed. These 
rooms are badly needed to provide a liight meal of.milk, bis

0-aaa 
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* cuits, etc. to the students who live far from the schools. 

(4) Only the *schools with-w--ter supply include-toilet 'fscil- -

ities with washbasins, showers and toilets. 

* (5) Although most construction is done using basaltic rtones 

with or without cement plaster, cement hollow-blocks could be 

applied more often for partitions and non-bearing walls, par
ticularly where basaltic stones are not available and there 

is no access road for the transportation of stones. 

(6) The plans for the teacher housing units include a reinforced 

concrete slab and beam on top of hallway. This reinforced cop

crete work was deemed different in some cases Ps indicated in 

the paragraph (1) above. 

The cost estimates were adequately developed by the Ministry 

of Public Works. Estimates, however', reflec the normal condi

tions of the site, specifically flat terrain, access road, 

availability of water and aggregates, etc. In some cases, in 

the outlying areas of Santiago and Fogo islands, where there 

are steep slopes, no access roads and local unavailebility of 

water end aggregates, construction costs increased considerably 

and far exceeded the estimates. It is recommended in the 

future to adjust the costs to the local conditions of each 

, * site before t)e initiation of construction. 

b. Method of Construction 

Moat construction was done using basaltic stones with or with

out cement plaster. Floor was of bare cement. Cement tiles 

roofing on wooden purlins and wooden truss system was the most- ( 
ly comonly used construction. A reinforced concrete column, 

*beam and alob ws also used in the classroom. Millwork was 
made with pirewood, mahogany or other woods. Glees in unbreak

* o~ 
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abl e plastic. 

C. Personal Availability and Capability 

There was a shortage of suporvisory personnel, engineers, . 

estimstors, superintendents and foremans. M~OP coordinat ingv 

group was staffed with one part-time engineer and one super

intendant who were insufficient for the tasks that this group 

was supposed to execute for the project. 

VIII. RECO194ENDATIONS 

1. The project should ensure that Cape Verdean architects and
 

engineers receive training in order to make the best use of 

local, materiels, facilitate construction Using simple techno

logy and lese costly architectural elements. , 

Justification: 

Although 	some GOCV architects and engineers have good back

design prototype low-cost schools using the highest possible 

percentage of local materials and lowering the norms and 

standards. There are some criticism of few Administrative' 

Councils 	regarding the use of reinforced concrete vork in the
 

classrooms (one round column, a -variable-section,beam and a 

* 	 roof slab). Also, the hallway -Im the house for teachers is 
roofed with a reinforced concrete slab. On the other aend 

there are a 'few esthetic architectural elements, specifically 

in the external arrangements, which were considered useleass -n 

very erpensive. 

2. The life of thic project should "ave been originally est b

lished for a period of 5 years. The project ould have been 

divided into two or three phases. An interim evoluestion of 
the project should have been conducteA rt the end of emch, 
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phase, as outlined in the Project Paper.
 

JuStifiCation
 

The construction of 65 sub-projects is not feasible withi''2
++~~~.. 	 ..... 
 ........ ,:+j:+
 

* 	the anticipated term of 3 years.-


Under normal circumstances, the construction should.have been
 

phesed out 10 permit (a) central and local Government officials
 

to gain experience on project's specific and financial condi

tions; (b) adjustment of the Administrative Council's overall
 

capabilities to construction programminE and (e)project's in

terim evaluation. The GOCV data available on cost estimates,
 

overall capabilities of the Adminiptrative Councils, commodities
 

procurement, capacity of LHOP to carry out the seupervision
 

disbursement mechanism end eccoutLng procedures should have
 
been evaluated upon termination of project'mirst phase for'
 

+ 	 Aecl -n fi ph t 	 hs)oi.!# 


3. The Condition+ Precedent to disbursement for this project
 

should have not been deleted (Amendment 77o. 71 to the Project
 

Grant Agreement) with regard to evidence of tho assignment of 

specific personnel necessary for effective implementation of 

the Project. 

J The capability of the GOCV to provide the me-Justification: 


ceasary engineering services was 
a matter of concern in the
 
4++ 	 (
project paper. 
Section 4.1 of the Project Grant Agreement 


sets forth that GOCV should tive evidezce of a plan for assign

ment of other specific personnel, equipment, office space end
 

resources necessary for project Implementation. it Indicated
 

one engineer at 25 % time, two engineers full-time, one or

chiteot at 20 %time and one architect full-time. Thie see
tion was deleted in its entirety in the Amendment ?Vo. T1 to 

~ 44 « t, 	 <~>+h+-. 

44 



the Grant Agreement,
 

VThere is evidence thst one major cause for construction dAelay 
is-tt-!Qp s-supervi sion.--nd .-ooFrom~o 
the onset of project up to mid-1983, the project's coordineting 4i
 

group staff within LIOP incluced one engineer at rC' g time, 
two superintendents and two clerks. From mid-1083 until the 
PACD date the project's engineer has worked at approximately 

10 % time. This engineer was the Regional Director of Public 
Works for the Leeward group of islands, who was unable to (a) 

* inspect construction; (b) give technical support to the Admin
istrative Councils; 
(c) procure the commodities in Praia in 
bulks primarily for Fogo and Brave; (d)accompany the USAID 
engineer .tp project sites beyond the area of the Administrative 

Council of Prais due to heavy daily workload as b Regonsl 
Director.
4
4. A plan for the procurement of project comodities should
 
have been developed by both ,HOP 
and UBSAID before initiation 
of construction activities. YHOP t .oordin.ting group should 
have been responsible for the purchase of materials which were 

not available at MEPA.
 

Justification: (enerally, materials for the project bave beenn 
* . purchased in Praia in relatively small quantities subject to 

uaidentifed import duties. 
Project Paper called for GOCV',to 
submit a plan for procurement of all project commodities ae a
 
condition precedent to disbursement. The plan submitted by 
GOC should hnve been later developed In-depth to permit the 
purchase of materials in bulks, both locely and from the U.S. 

* " through PTO/Cs. 
 The Project Paper recommended that P./C's' :
 
Issued and firm ordena placed Immediately upon the signing of 



Zo ... . '.:.. . .lcko 4The4 swes one o' frof4 

Th ao ennflcs s the! tatin, whic ocr~dy, on : 

:'ahool at' Asomas.,sc: ,School ;has been without roof: during: 1o 

Problem was solved in January 1986, 27 months efter commencing:
 

of construction. 
 .
 
.5. Other then aggregates - send, stones, gravel -, cement, rein-.;ilii
 

forcing steel, doors and windows all the cons-truction materials i:! I 

should have been purchased in the U.S. i iiimaterials of
Th kof uoes telaielcauesIoreneities
 
Justification: The local market is relatively smel ,end is::.- .' 
unuble to bid responsibly end commit himself to a !schedule for'i;',:, 

S , sale orge quntits noinlof m aterials. Purchase of aterils :; 

haebeen gener'ily maue *uy L,, Ilt~!/.o,, ,orf a: 
specific sub-project or group of sub-projects as it was, neces eery for the cont.nuaton of construction. Thismethod led
 

to delays i~n construction and Increased considerebly the pricoes: .i 

wtshoulda ve beenucased intiuono
end unidentified duties have the prjet..Tbeen ciared o project. on 
s6..hoot implementation Letteres',bou d ha beenisued de-

S ontili the O and.oUAD con rbuton,tdisbursement mechanism, 

prourement plan reporting requreents,,utin1 oprotedufes,
 

efc withrcpies to ell Administrative Cou I
 

Inomton
tof laoeo al due puonvese o te Anitative.m 4 unis,
 

.. . Oustifiertont 
 ravelved crueent-okAlr ssnd, s o, 3n reoin-v 

aet tes materialsturnd out .beng an ATDco ftribut;iot .i 
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Also,, the Ldminijtrative Councils were not aware of the provi
sions_ of,_the Pro-ject .Grant -4erentprndProject Tupi emqektoz 

Letters. 

7. The services of an experienced civil engineer who har Portu
guese language capbility should hnve been arranged forthe
 
initial period of 6 months immediately upon the siming of 

ProAg on a full-time basis and subsequently during rest of the 
life of the project at 50 %time. 

Justification: LTD furnished the services of one w ex- ", 

perienced Portuguese speaking engineer during a period of 

approximately 2 years at 25 %time. These services sterted 

in April 1970, 8 months after the signing of the ProAg ( ugust - . 

19, 1978) rather than in September 1978, as indiceted in the 
-Project Paper. There is evidence that these services were in

(a) in organizing the labor and procurement of materials for 
execution of the worksl (b)assist the GOCV staff in the plan
ning
D 
 , management end supervision of the construction; (c) give
 
full details of the project to the implementation -gencies-


Admitistvative Councils, 
 namely GOOV and AID c0tt-bution' 
-*. 4to the project, aooounting procedures, required forma to b, 


filled out, estimates for each sub-project and construction
 
components for eaoh sub-project; end'(d) as.ist the Admini-.
 
trative Councils on site adaption of the prototype 0 desino.
 

8. Design a "Fixed Amount for Reimbursement" (PAR) mecba ism 

with advances and progress payments rather athan direct reim

bursement with provision# for 0-dacs 
Justification: The method of disbursement ban been cumbersome 4
and led to a slow pace of disbursaements to 000V. Diaburseegt 



control procedures have been complex, difficult to carry out - j 

entailing extra work for both the Administrative Council and, 

VHTOPeIn fact, these procedures have not been fully adhered 

to and hve led to bed feelings on both sides. An AID engin

ear conducted in August, 1982 a broad study to thift the cost

reimbusable contract to the fixed amount for reimbursement 

concept. An implementation letter was drafted by the AID
 

engineer who established the PAR amounts for each of the
 

tinanced sub-projects, the diebursement mechanism based on
 

progress payments, and reporting requirements. GCCV bad in- ,
 

formally agreed to the now mechanism but 1IEDSO/WCA turned it
 

down saying that such procedure must be set before a cons

tructor activity begins, not three qurter of the way throu h
 

a construction activity. Also, )REDSO/WCAELA did not believe
 

that Drogreas prayments .could be made by AID under PAR financing 

,prucedures. On the other hand, .F:/TR/,- indicated that 

partial reimbursement in the iorm of a fixed percentageof the 

total agreed PAR, made at specified points of construction com

pletion, had been used very suocessfu!3y on similar projects
 

by USAIDJOEDAi andoe-htbilittionon earthqu.ke proje ts in
 

Europe. ,his PAR method of payment was ucceasfuly used by 

AID/Lisbon In various projects totalling over 250 million. The 

partial payments help the host governmett maintain project 

liquidity, assure more conatant conetruction progress, and 

establish points at which time AID will better manage the 

project. We believe that a 7AR financing8 mode with progroes 

payments and an initial advance would be the method to be pur

sued In similar projects. Thie procedure still maintains 

assurance of quality in construction by assigning an rSATD 

http:earthqu.ke
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engineer to innpect construction,on a regular basis ane! approve
 

the final paymentn for each sub-project. 


Summary of advartages of this eyetem:
 

(a)It is clear and simple.
 

(b) It puts minimal paperwork requirements on the GCCV. 

(c) It puts minimal monitoring requirements on the USAID.
 

9. Payments to the GOCY should be deposited into a special 

bank account without direct contro3 of the Ministry of Pinence.
 

Ministry of Housing end Public Works should be able to draw
 

funds from this bank account to pay the Adminitrative Councils,
 
etc: without interference of the Ylinitro of Finance. 

JUstification: The payments to GOCV have been made by a chbck 

payable to the Yinistry of Finance for deposit Into a special 

account in the Banc.of Cape Verde. The 14nirtry of Pinanoc 

U-.. A ni ,..A . * tC* t!. *4,a &!=I-fEs~ 

cils which have maintained the laborers at the construotion
 

sites despite the lack of funds to pay the salerier ad purcbese4 

the necessary materials. Productivity decreased drematically 
and sometimes wss virtually nul, when salaries bad not been . 

paid in a monthly basis. Salaries in arrears sometimes lasted
 

for 3 months. This 2ed to coat overruns which could 'bavebeen
 
applied In the construction of additional ,schools, t
 

10. Role of the Administrative Councils in the convtruction
 

* should be restricted to a mere irtermealete agency responsible 
for Tecruiting and paying the laborers, and provide aggregates, C 
water and trsportation under agreement with WHOP and build 

* the sub-projects in striot observance of plans and speciflcp

tdona.+. ,+ 
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* JU8TIFICATI0Tn: The techricall peccountinr and adminietrotive 

capabilities of the AdminitrativeCounci] l are reasonable but 

headed by the Government Delegte who bos: full-time eg'is

tents- the ecretery - P foremen, and a few cleks/bookkeepert. 

Generally the bookkeepers need to be trained and controlle2' 

. which gives a tremendous burden to the Government Delegater. 

Construction management is generally done by the general fore

men who are not prepared to perform these functionr end the 

* . Administrative Counciletend to overorowed the construction to 

give employment. Thus, school construction turns out to be a 

* labor intensive workv. The Administrative Councils have de

layed the submittal of documents for recovery of edovwnces 

due to difficulties in setting aside the documents required. 

The documents for recovery of the outstanding advance of over 

0 CVE 13,0000,O00.hsve been submitted to-AID on bepteroez 16, l . 

despite the terminal. date for'submistion of disbursement docu

ments was June 30, 1985. 

11. Cost estimates abouldue sted to each Individual sub

project taking Into consideration the locas conditions , such 

as cost of transportation, availability of water and aggregates, 

* local productivity of skilled laborers and site adaptations., 

JUSTIFICATIO~i JMOP bos developed the prototype designs and 

cost estimates for the schools with 1, 2, 3, 6 and 8 class

. rooms, housing unit for teachers and vocational wc!ksbop. 

These estimates werq prepared in Praia for construction to be4 

performed under Pormal conditions. This, howger, bes proved 

to underestimate the local conditions which were too tough 

In some cases in Santa Oruz, Tarrsefa and Pogo. Yndividuul 

. iv 
: 
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cost estimates should be developed with the assistance of the 

Administrative Councils. On the other'band, the Adminiatru~tive 

Councils should commit themselves to the s~reed coat estimates 

* 	 rather then to sdhre to them without any close involvemcnt in 

the procedure. The unit prices for transportation, aggregates, 

water, and salaries of Administrative Councile" staff involved 

in the project should be negotieted with each of the Adminis

trative Councils prior to iniciation of construction.
 

J"UBTIPICATION: Transportation was provided by the Administra

* 	 ,- tive Councils on a coet-rejmburmable basis. However, trans

portation in Fogs island was insufficient due to eveil-bility 

of only one truck to carry all the oteriels end the remote 

0 location of sub-projects. *The MiOP'z cordination group wos 

unsble to utilize a jeep oa a ful3-time basis. A jeep was re

leased byMNIC for the project at approximptely 50 4A time which 

0 proved to be inadequete for the requirements of construction 

supervision end provision of technical sasistance to the Adim-

Istrative Oouncils. 

13. Project's accounting should be centralized at R OP's cr

dinsting group which should be etaffed witb appropriate 

officials. 

J7UBT1inATION: Project's accounting bas been done by the Amin

istrative Councils which have reported dirotlI to the Ministry 
of Economy and Finance (W). Payment and accounting procedures 

are an followes
 

(a) The Administrative Councils put together the invoices of' 

nateriols, payroll sbeets$ receipts of transportation, etoc 

and submit them to the M2E regional offices; 
(b) thoUE 	regional offices pay the Adiristretive Councils 
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* ' the amount corresponding the expenditures i' "Ued on onstruc

(c) the VEY regional offices send all the documents mentioned 

*/ ,in (a) above to the 1,nistry of Fipice in Praia, whioh does 

the overall projectli, accounting; 

(d) the Administrative Councils send later to the MHOP coordina

ting group a copy of all the documents for submit."al to AID 

for recovery of outstanding advances. 

The poor procedures is evidenced or point (d) above because 

the Administrative Councils eit'her forget to send the documents 

on a continuous basls or don't keep track of what has been sent 

* to MIOP. 

* Thic recommendation should be coupled with recommendation Na. 9. 
14. The Administrative Councils should have received technical 

assistance- on bookkeeping and accounting procedures from AID 

prior to commencing of project., 

JUBSTFICATIO: Moast vteriala have been purchases through 

general GOCV Purchasing program. Trying to sort out and trace 

specific materials to specific sites in just about impossible. 

The Administrative Councils have mary times charged the tranu 

partition and provision of aggregates and water to a sig.le, 

site rathor than aharged to each site. Wateriels have been 

sometimes charged to a single site ten the same truck woa 

utilied to distribute materials to various sites. It would 

be a wasteful sW~ cumbersome task just try to evaluate the 
actual cost of eOch sub-project. Coste are meaningless beouse 

the same type of construction would have costs with great 

variations. 
++.. ....,++++"+*+'+. .....+ +. .. ' ++,,++,'L +,+=+i(? ,*-i +,+++++?:+++it~t i,+,+,+.+,++.+.+++++++ -frI 
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Agencicl: and 
key-individual


s contacted during,evoluetlon
 

Secretary Genezra] within the L.in.rtry of Fducstion end Culture 
Dr. Jcto Quirlio Spencer 

Project coordinttor 1..,P'c ergineer EnE. Ant rro G-]linn Prbosa 

Y[r. Orlando Semedc,, Secretprint of Stnte for Finnnce 

Goiernment Dc]egat( of Sfntn Cruz
 

Government De]uj-nte 
 o- Stnt, Cntnrjnn
 

Formc: Gowrrmcnt Delegate 
 of Sctna CetprJni,, 1rr. Jenubrio 

F(rri7 d e r 

Government. De]egote of Tarrfn]
 

Goverrarfenl 
 Deleg,t e of Fogo
 

.romer Govcrrmert 
 J)e] 'ete of Fogo,Yr. Zuce 

Government Dci (,ntv of 7rjvn 

Project Offic,.I Yr. Augint Jlrtmpn, AID/Praia
 

'At 





S-classroom.ccmplex in Santa Catarina, Santiago 
 View from central 7lafground of the Santa Catarina complex
 

1-rC om s:hoi, Interior of Santiago 
 2-room school and kitchen, Sai:ta Catarina, Santiago
 



Sclassroo' cc-p'ex in Ped~a Bagejo, anitiago ."-c Lsom"choitir tSnlg 

2classroom & teacher housing complex, Interior of Santiago Separate teacher housing, interior of Santiago
 



-

~4-4~ 

- * -~~~~~~ 

fAV 

. 

4o .-.:. 

.. 

> Ri'zeirz~~~~~~~P~r i c ! , S i tvg 

ig~4

' c s ro r ch o in R b i a P c p l , a t a o 

vI



* -AA
 

- F
~7 

........
 



-f-,p 

L~is 



A U cr~rsc~fl~co he nc' s"Acl1I Wnich le~acecd hoce a' ove, Fozo 

27i c F z
-e 




... <-... 7 -<K
 ifjii 


4-isra---v " qv _~t
 

C- 71 .- Br-.r- 1-classr, F, kitch c-ui.I t 'uext to 2-room school, Mato Grande, 
Brava 

l-classron & kitchen, !:--c&e 4'c>i, Brava 1-classroom & cistern, teacher housing complex, Cafharo. Braa
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-'alclaSrcI-, Irava
interior view of rural classroom, Praia, Santiago
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