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I. INTRODUCTIOH

Project ABEL is a project of USAID/UWashington that operates in cooperation
with USAID missions abroad. It is intended that ABEL will be utilized to improve

basic education and literacy through:
efforts to improve Hinistry level management,
assistance with policy reform and implementation,

help to institutions that provide services to public education,
assistance with management improvements for schools,

assistance uith pedagogical improvewents for schools, and
promotion of broad support for basic education.

Project ABEL uas designed to make its contributions to improved
oppartunities in basic education through technical assistance, training. research
and pilot programs. With sponsorship by USAID, the project is operated by the
Acadenmy [or LEducational Development in collaboration with Creat/:ms Associates
International, the Harvard Institute for International Developmewt and the
Research Triangle institute.

In Mali, USAID is using Project ABEL for a portion of its bazic education
expansion project. USAID/Mali is conducting a part of BEEP activities in other
ways and in addition has a companion basic education program assistance effort
nnderuvay. All af this is hring dane in rnnparatinn with tha Unrld Rank and
other donors in an articulated effort to improve the efficlency of the Government
of Mali’s basic education systenm.

The follouwing sets forth a plan for the work of project ABEL within the
larger contoxt of initiativese. The uwork donc through NBEL will be focuscd on
improving basic education oppr rtunities ‘at the primary school level (1-6).

I1I. INFORMATION IMPORTANT T0 THE ABEL EFFORT
1. Erfcctivoncas or Productivity and Coveorage

Mali’s literacy rate is just 15 percent. Some 877 of males and 944 of
females in the country have raceived vwo formal education. [Darents ars
discouraged with the quality of cducation and many are cithor holding their
children out or letting them leave schodl at a very early age. It is estimated
that only 23~ of the young people in the age groups that would ordinarily be in
yradwe 1-6 iv wirullwd iu wchuul, wilh Lhw averayw in rural arwse «l jusl 14%.
Only 257 of pupils who enter primary school complete six grades. Less than half
of these pass the school leaving exam that is given at the end of grade 6. The
traditional teacher centered program of instruction coupled with lack of financial
resources and instructional materials yields an extraordinarily high rate of grade
failure.
Grade repetition is so high in fact, that on the average it takes 24 student years
to produce one graduate of the six year primary education cycle.

2. Relesvance

A Ninister of Education from another country facing some of the challenges
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that Mali hae put it thio2 uay. '"Our ultimate goal it accm2 to me, and indecd
common sense dictates, is economic independence and human dignity."

The Hali syster of education continues to be largely academic in
ariantetinn. And musa At tha priravy laual it is uvartically ovnganizad, a.g., with
subjects hoing taught in isolation from each other and in isolation from the
challenger of living and uorking. Thic orientation continuec even though there
are far too many academically qualified people in the labour force. It is
catimated that the nationuide domand for poat=accondary graduates per annum
ovar the noxt soveral yoare will bo just 626 poople. Thio is lowa than 294 of
annual labour market entrants. There are probably in excess of 10,880 secondary
and higher education graduates unemployed euven now with some 3,500 new
graduates on line to enter the jlabour market each year. And thos™ young peoyrle
who either do not begin schaecl or who droy out in the primary years iizve not
been instructed in living or work skills. In fact, a great manu of them do not
havae hagir arademin skills, which nf cnitrse, are prantical and nanessary tn
successful living and uworking, in themselves. The economic situation in Mali
makes it especially urgent that schools find a way to give young people practical
(cuabling) skills and allitudes. Furlher, il is urilical Lhal basic avademic skills
be taught in such a way that youny people (snd their parewntw) sse the
relationship of uhat is learned to everyday life. Going still further, the
sociveconomic situation in Mali indicates that increasingly, young people will need
to have basic education married to vocational skills and a certain anount of
entrepreneurial acumen in order that they may become their ou: empluyers. The
presont program of the schools can only lead to further frustration, estrangemsnt
from community and even alienation from society.

3. Equity and Access

Giris in primary cycle 1 in Mali, represent only 3¢~ of the total srrollimunt.
Given that overall enrollment is just 23 of those who could be in primary school,
this is a discouraging picture. Research demonstrates that the education of jirls
ultimately has very positive effects in terms of family and c mmunity health care,
nutrition, business operation, sconomic productivity, ecological avareness,
ropulation grouth and the readiness of children for learning. Beyond this use,
there is the matter of overcrouding in fast growing urban areas and difficult
edutaliuvnal pruyramming in sparsvly pupulaled and declininy rural azwvas. And
with respect to equity, there are the thousands and thousands of adults left
behind, e.g., those who do not have even basic literacy or numeracy skills.

4. Resources for Education

According to the background document for the Uorld Conference on
Cducation for All, the per pupil expanditure for primary education in Mali uas
72 dollars in 1987, doun from 88 dcllars in 1980. In 1987, education’s share of
the total recurrent budget uas 257, doun from 297 in 1583, By level of
education, cycle 1 which represents 812~ of enrollments receives less than 35% of
the sectoral recurrent budget. Allocatione for materials haue also been reduced,
from 3.92 of budget in 1985 to 3.47 in 1989. Uhen the materials cost for center
administration is taken ocut, the materials provision for classrooms is only 2.4%
of the budget. This is happening at a time when unit costes are rising. This is
largely due to falling student/teachor ratios in secondary schools and in post-
secondary education. TFurther, the lack of budget provisions for facility
maintenance is resulting in significant capital loss. Given Mali’s weak resource
base, increasing population and accumulated debt locd, it does not seem likely
Lthal Guuerimonl will bu able tu appreciably increvase nalivnal spending fur
education in the forseeable future.

5. Efficiency (and Cost Effectiveness) of Operations
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In terns of cost effectiveness, it is an expensive proposition that on
average it costs the Goverument 24 student yesars to get une student through the
first six years of schooling. MNeither is it cost effective to produce graduates for
non-existent positions. It iz not cost effective to lose students from schaol
before they are adequataly prepared. 6Ond, it is not effective to have early
school leavers poorly prepared uwith respect to living and working skills.
Looking at efficiency in terms of regular opsration, it is important to note that:

According to a 1989 UWorld Bank paper, roles and functions in variocus parts of
the Hinistry ot Educatinn tand tn duplicata,

Almost none of the professionals in DNEF (Department of Fundamental Education)
have special training in administration, pedagogy peculiar to elementary
education, primary level curriculum development, or evaluation.

Forma! communication and coordination linkages below the level of Director
betusen deparimants ave deficient.

There seems to be limited capability in the Ministry in surh things as personnel
management, operations planning, long range school system planning, instructional
materials design, instructional materials production, instructional materials
distribution, horizontal curriculum construction, foundation program planning and
budgeting, test construction, statistical reporting and avalysis, primary level
teaching methodologies, practical studies curricula and teaching wethods, program
supervision, ruralization, wmonitoringsevaluation, the administration of professional
upgrading and financial organization and operations.

I1I1. A FRAMEUORK FOR ABEL EFFORTS IN MALI
1. Projoct Purpose

To improve Ministry of Education capacity to effectively provide equitable
and effective education that is relevant to the nation’s needs.

2. End of Project Status
Effectiveness (praoductivity) and Coverage

An increase in the overall entrance rate into primary school in at least one
of the intervention try out schools, with an analysis as to the cause.

A decrease in the grade failure rate in at least one of the intervention try
out schools, with an analysis as to the cause.

Ain increase in the percentage of uvoungsters uho enter grade one that go

on to successfully complete grade 6 in at least one of the intervention try
out schools with an analysis as to cause.

Relevance
A positive change in parental attitudes about the relevance or utility of

the primary program in at least ons of the intervention try out schools,
with an analysis as to the cause for this.

Equity and Access

An iwirvasw i Lhe fomale virullmonl ralov in al loast viw uf Lhe
intervention try out schools with an analysis as to the cause.

K
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An innrease in the nuarall antranca vatn intn primary |cehnal in at lrane nnn
of the fundamental try out schools with an analysis as to the cause.

Resources for Education

A ten percent increaze in the recources raiced by the community for ite
primary 2chool in at lcaat onc of the intcrucntion try out achoole.

Eff iciency (and Cozt Effectiveness) of Opaerations

A duclig iv Lhy deuy vul raly in al leasl vue of Lhe tnlocvenlivn lry uul
schools.

Existence of at least four brief issue papers emanating from an analysis of
infaormation in the annual statistical report of the MEN

An overall increase in the pupil to teacher ration at the secondary
education level.

MEN share of the Government recurrent budget maintained at least at the
level it was at commencement of BEEP

Nn overall increase in the amount por pupil that ig dedicated in the MEN
budget, to primary school instructional supplies.

Existence of neuly prepared role and relationship descriptions for
persaonnel in at least one of the MEN departments.

Tmarhar satisfartinn that schnnl supplims are mare reliahly reaching at lerast

one of the intervention try out schools.
3. Subpurposes

Subpurpose A

Curriculum, methods and materiais developed tc promote effectiveness,
productivity, relevance and equity. .

Subpurpose B

Teacher (znd other field personnel) skills improved to promote
effectiveness, psoductivity, relevance, equity, resources for education and
eff iciancy of operation.

Subpurpose C

Community/school links established to support basic education effectiveness,
relevance, access and resource generation.

Subpurpose D

MEN infraatructurc strongthencd to support achool coffeectivencees and the
efficiency of operations in the sducation sector.

4, Outﬁuts Subpurpose A

Curriculum, methods and materials developed to promote effectivenass,
pruductivity, relevance and wquily.

Antecedent Conditions

el
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The primary curriculum is comprized of isolated subject oriented (vertical)

parts.

The primary curriculum is tradition academic (without integration of basic
akille and praotical application).

Teacher guides and student texts are often outdated and ref lect the
vertical, isolated and traditional program. They do not guide basic
academic skills and knouledge aquisition through practical application.

Thure ares ww supplomsnlary (vaching malurialy like woshly ur mualhly
rcadore, abacuges, gonoral guidos to Mali rocourcos, gardoning wall charto,
education games, language experience or bhreakthrough to literacy materials
or small business case studies.

There are no instructional materials in the classrooms which have baen
expressly developed to promote ¢ender issus considerations.

Te-~hers do not have access to diagnostic testing and placement materials
(necessary to nulti graded grouping and continusus progress).

Curriculum and materials are designed by subject committees composed of
specialists in an academic discipline.

The production of materials is done in an antiquated print shop whers
trained machinery maintenance persomnel are not available and uhere
critical machines are unused because spare parts are not available.

There is no organized school supply unit {with a budget, inventory control,
raunlving fund, warehnn=a, dalivery capahility nr avalnatinn nf nxe
proccdurcs).

There is wo schedule of book raplacenant

Dissemination is dependent on the overburdened inspoctorate. There is wo
training attached to the delivery of new materials. (Delivery and training
equal crue dissemination). At hest, there is only delivery of materials.

Gaographic remoteness inhibits equity of distribution of school supplies.

Lark nf rlass =sizn contenl alsn inhihits agnity nf distritntinn.

Qutputs

Al

AZ.

n3.

A4.

AS.

(ABEL Outputs Relative to Subpurpose (A) Antecedents)

A community support matching fund in place and fully operational that can
facilitate the provision of supplementary instructional materials.

An EMIS in place that can inuventory and manitar school instructional
materials.

N monitoring and cuvaluation capability in place. Spcelal Intorvention

matorialae and methoda cvaluatrd for (a) actual placomont and
npavratimalizatinn and (h) impart in tha Aavparinantal srhnnlia.

Resesarch completed on the desirability of maternal languages instruction.

An EMIS in place that can maintain and update an inventory oi teachers
who have had special instruction in new saterials and methods.

7/14



noG.

A?.

A8.

A9.

n10.

All,

nl12.

A13.

Aal4.

a1s.

Al6.

A17.

A18.

A19.

h208.

A21.

A22.

An EMIS in place that can maintain and update an inventory of schools
vhere special interventions are tried (e.g., ruralization, maternal languages
or uomen in development intarventions).

An EHIS in place that can support the monitoring and evaluation of
intervention schools.

An EMIS in place that can zupport the implementation and operation of
community matching fund schools. .

Recommendations made to appropriate MEN authorities on desirable policy
and prucedural chanyor as a resull of Lhy wvaluatiuns of inlerveulioes in
test schools.

Hey studewt shill zheaehilists develaped oy the cyele 1 asuvrizulunm,

Recommendations rade to appropriate MEN authorities on ruralization
literature and research that should be used as primary education curriculum
is developed.

Feedback regularly provided to appropriate MEN departments as test
interventions proceed.

Appropriate MEN profaessionals trained in methods and natariéls monitoring
and cvaluation and involucd in the NBEL M & E program.

Apprnpriate MEN prafessinnals trained in the FMIS system deurlnped nndar
ABEL . =

Appropriate MEN professionals trained in all aspects of the community
matching fund and involved in ABEL activities related to it.

Inspectors trained in ABEL M & E activities related to their responsihilities
and to the sustainability of interventions.

Inspectors trained in ABEL EMIS activities related to their responsibilities
and rulaled lu Lhe suslainabilily of iufurmalive prucessing nocossary v Lhe
continuation of interventions and reforms.

Inspectors trainad on ths community matching fund program in order that
it may be sustained after PACD.

Appropriate DNEF and IPN professionals trained in the interpretation of data
from test sites for future use at classroom, school, comnscription, region or

central office lavels.

USAID advised about intervention progress. Recommendations made to
UENID about dosirable altorations to projoet design, if any.

Reasonable measurable objectives developed for regular use in formative
monitoring of pre-service and in-service training that is related to BEEP
outcomes, e8.g., louer drop-out and repetition, increased enrol lments,
impraund student achiauvmmant, schon’ tn 1ifa linkage, mara participation hy

girls and increased community support for schools.

A ysarly report to apyropriate MEN personnel embracing progress of MTA,
MISA and M & E efforts relative to ABEL work under subpurpose A.

S. Outputs - Subpurpose B
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Teacher and other fie'd personnel skills improved to promote effectiveness,
productivity, relevance, aquity, rvecourcee lor aducation and efficiency of
operations.

antaredant. Conditinns

The project area containe approximately 876 female and 1.493 nale teachent
in primary cycle 1. UWithin the project area there are aleo approximately 831
female and 3,326 male teachers in primary cycle 2.

Teachers are not paid reliably on a regular basis.

A number of teachers in the schools are not teaching but rather are
assigned to non-instructional tasks outside the schools.

There are feuw promotion opportunities for Malian teachers.

There is very limited access to higher education opportunities for Halian
teachers.

There is exceedingly infrequent contact with personnel from the MEN
Inspectorate.

Cycle 1 teachers have very low status. It is a promotion in status to pass
Lhe exam vhich alluws Lhem v bevume cyule 2 Leachuors.

Teachers in urban areas are of ten subjected to an unmanageable
student/teacher ratio (especially given the teacher centered instructional
techniques that are used).

The supply of books and teaching materials is inadequate and the means to
have these in schools is declining.

Opportunities for in-service education are sporadic.
In-service training is not connacted to a carcer path.

There is little guidance on ruralization or the use of maternal languages in
instruction.

Curriculum guidance i2 rcally just vertical aubject matter material.

The curriculum has gradually become overloaded with subjects that a
teacher should somehow fit in.

Time tabling and calendar guidance iz inadequate.

TOGD,MI'Q asrc puus l:-’ yruynrutl - ; l'" L' T PO L tU L *3 IGQOI'UU" viryan ;‘.G lv ;Ull Clul
management, student diagnostic testing and grouping, student centered
instructional methods, objectives dovelopment and teaching to objectives,
hurrizuntal inloysraled curriculum, schuoul cummunily rolaltivie, lvaching basic
acadenic skills through practical experiencu: or applying basic skills to
practical living and working challenges.

Outputs
(ABEL Outpute Rolative to Subpurpoco (B) Antoccodonte)

B1i. Rrasuviable measurable vbjevlivey develuped fur regular use in furmalioe
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skills to practical living and working challenges.
Outputs
(ABEL Outputs Relative to Subpurpose (B) Antecedents)

B1. Rcasonable mcasurable objectives dovclopod for rogular use in formative
monitoring of pre=gorvice and in=-gervice training that is related to the
BEEP outcomes, e.g., lower drop-out and repetition, increased enrollments,
improved student achievement, more participation by girls, school to life
linkage and increased community support for schools.

B2. Feedback to in-service and pre-service trainers on the success and
apparent conditions that are nscessary to “he success of school based
interventions. (This to allow teacher education to adapt teacher training
vurriculum, malerials and molhuds and Lo in line wilh cuunlry yuals un
access, equity, productivity, relevance and community support for schools).

B3. Teacher in-service educators trained in the operation of the community
matching fund in order to promote it at in-service sessions.

R4 Tearher in—-serinire pduratnrs trained in interuentinn nnnitnring ronsistent
with project aspirations.

BS5. An EMIS in place that is supportiue of the reasonable pedagogical
information needs of teacher education.

Bb. An EMLIS in place that is suppcrtive of reasonable school management
information needs of teacher education.

B?. Training supplies and logistics in place as per contracted responsibilities
and rogources,

B8. An in-service training program designed and operationalized to upgrade the
managrmrenl +ffel inenesy 0 fireld hased preestuonel i The pengret avea Thiw
in collaboration with the on-going pedagogical in-service effort.

B9. HMEN personnel recommended to USAID for short-term participant training in
management and administration.

6. Outputs - Subpurpose C

(Community/school links established £o0 support basic education
effectiveness, relevance, access and resource generation).

Anlecedonl Cundiliues

o Government does not have enough resources to pay for all of the critical
upgrading needed in the education sector.

0 Nlthough traditional cducation in Nfrica wag a continuous procecss through
family and community, the advent of schoals during colonial times began
to set education apart. The apartness has gone far in Mali. A Minister
of Education speaking to the same dilemma in his country put it almost
postically. "It is our dilemna that the school remains an island in its
cornunity, Jdesisting fron havnessing the conmnunity and taking aduvantage
of its resources in areas wvhere it is relevant to do so. It is our
dilemma that headmasters and headmistresses have not as yet perceived
themselues as social leaders and accepted a teacher’s motto of example,
devotion and toil. UWe can only build uwith the mortar that ue have. The



Outputs

school and conmunity must match the goal for more and better education
uith a demonstration of unity, initiative, creativity and suweat".

Teacher education in Mall does not expressly prepare teachers to mobilize
cummuii by resuvurce fur wducal iua,

There iv little community inuvoluement in decigsion making about school
matters in Mali.

It is not common for people from the community to be inuvited to talk or
demonstrate in Mali schools.

Primary schools in HMali are not often involved in extra hour services to
adults in the comnunity,

There is increasing disenchantmernt by parents with the quality and
relavance of primary education. As a result, nmore and wore students
(especially girls) are held back from school attendance or not strongly
encouraged to remaivi iv school once they have enrolled.

Hany parents are dissatisfied with the very poor conditions under which
theiv children must attend school. (These poor conditions include the
poor professional norale of the pedagogues).

There is a paucity of simple learning materials in the primary schools
that could be suppliad by their comnunitiss.

There are facility improvements needed in Mali’s schools that could be
facilitated by communities if leadership toward this end could be
encouraged.

Ruralization is in part dependent upon community participation in
schooling. Much needs to be done to advance this understanding.

Instruction built on one’s close at hand experiences has been immensely
successful In other places, for example, the Syluia rishton UWarner
techniques in New Zealand, the Learning Experience Approach in English
and Canadian primary schuuls, Lhe Fuxfire work in Lhe Amuerican suulh and
the Breakthrough to Literacy methods in several nations in southarn
Africa. Given that Malians are concerned about the long range social
impact that schools could have on children and communities, it would seem
natural that parents and communities become regularly and deeply involwed
to guard againgt untouward influencer. Such involuvement could generate
resources that are sorelu needed. Aand close communitu/school
partnerships could help to facilitate the very successful and natural
learning that the methods noted above embody.

Iu Lradilivial academically urienled schuuls il is wasy fur parenls
(ecpecially poorly educated parentc) to get the idea that the education
of their children iz out of their domain.

Parent interest in education is critical to student learning. In uwarious
regions this seems to be declining in Mali.

(RBEL Outpute Relative to Subpurpoze (C) Antecedentc)

Ci. Plan operationalized for monitoring USAID/FAEF. (USAID/FAEF monitored)

. \t\'
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3.

C4.

cS.

CG.

c?.

[
¥s]

r1A

C11.

c12.

C13.

C14,

Luyislical suppurl and prucodures in place fur Lraining relative Ly
USAID/FAEF (appropriate people trained).

Ralevant antecedent baseline information in place on USAID/FAEF schools
and their communities (database).

Plan uf dwvulupmunl in plave fur wach USAID/FAEF 3chuul (ubjeulives and
transitinnal nhjantivrs/agrand npnni dalivarahlas identifind).

Plan of facilitation in placc for cach USNID/FNEF School (poople rceponsible
and accountable, arrangements for communication, organization for decision
maliing, atratogy for eohool and community intornalization and
institutionalization, i.e., sustainability).

Content on ruralization and conmunity netehing (FAET) made part of in
service teacher education progranm.

Inventory of FAEF inputs maintained in database, e.g., equipment,
facilities, materials, training, etc., by school.

Rwlwvanl FAEF and ruralizalive whill chewcklivie dwveloupwd,
Recomnendationy made to curriculum d2uelopers and policy makers on skill
and knouledge objectives that shoula be incorpcrated into primary
nimninulum and matorialn (Furthnring prantinal akilln, vruralicatinn and
comnunity/school linkage).

Lihrary af literatiure an linking <rhnnl fn life eretahlished

Ruralization initiatives at project schools monitored.

[ssues papues un schuul/cummunily matlers develuped (PFrom M & E fusiyhts).

Issue papers (insights) provided to MEN authorities through appropriate
channels,

Issues information provided to USAID on suggested design changes.

f. Outpnts ~ Suhpurpnsm D

(MEN infrastructure strengthened to support school effectivensss and the

efficiency of operationt in the education cgector)

Anlovedonl Cundilivus

o For the most part, senior officers in the MEN have been appointed because
of superior performance as academics in the schools. It would appear
thnugh, that fau nf tham haum had tha hanaf it nf sparializad training in
administration,

0 As is the case across gaovernmen! service, off icers of the Ministry of
Education face the demoralizing factors that accompany inadequate
national resources, i.e., relatiuvaly low pay, unpredictable salary
payments and erratic and lir’ =d career paths.

o There is no educational management information system in the MEN
(although uork is progressing on establishing one through ABEL undar
BEEP) .

o There does not exist a national plan for school development in Mali.
Indeed, the school mapping that would be a first step toward such a plan

Mali, Project ADEL, AED v e PAGE 12/17




dees not exist.
Mrithar iz thare an anmal MEN artinn plan.

The annual statistical report that would ordinarily guide decigsions about
future action and resource priority allocations is not very helptul in
this regard. It is not a vory accurate account of the state of
aduratinn. And it reparts stralght foruard data as nppnsrd tn
;upurmut;uu (JGLG Lo;uu ;&Ulﬂ‘:ad (\ll!l unl'olutud PGLLD)

vhereas Information iy data %o organized that {t has meaning. The
annual statistical reports are not ilssue oriented. Owne would not, e.gy.,
readily conclude from them that there are demand and access dilemmas,
that there are school to school resource inbalances. that there are
gsiynificant disparitias in tsachar laads, that thavs apa najow
difPurviuuy Prum ruylun Lu ruygicn and vummunlly Lu vumaunltly Lo ublillity
to help support education, that there ars general population grouth or
decline trends by region or village which are veruy different from the
national average, that there are special instructional needs from place
to placo detorminod by natural resourcos and rogional cconomicn, that
there is unusual school age (or general population) migration from acea
to area, that there is uneven distribution of instructional suppliss,
that there are idiosyncracies in school governance from place to place,
that dropout trends have greatly increazed in particular parts of the
country, that fewer gtudente of a sarticular region continue £chooling
alter conpleting prinary school than the national avarags, that sone
schnnls have snmehnu hapn ahle tn angmant. the standard pragram, that thm
qualificationec of teachers are significantly higher, in ar area, than the
national average, that the acreage associated with some schools is more
than others, or that there are special and unusual student grouping
practices in certain schools.

Thure is wu svparale Schuul Supply Unil in Lhe Minislry of Educaliuvn Lhatl
keeps track of need., formulas for distribution, school inventories, fees
charged avid collected, MEN orders placed, items centrally warehoused,
deliveries made, revolving/replenishment funds, materials, the possible
use of instructional materials other than text books, etc.

There is no National Instructional Materials Production Center in the
MEN. There is a small print shop. Unfortunately, the machinery is quite
old and maintenance staff is not readily available. An Instructional
Materials Resources Production Center uwould go much beyond a print shop
and might well jinclude professional designing and layout, video
productions, educational broadcast preparation, schoel neuspaper
production, etc.

While there is subject matter development in the MEN, there is no central
Curriculum Center as such where horizontal curriculum is developed based
on considerations other than academic discipline, e.g., considerations
vuch v roadinuuy, maluration, louruing wlyluw, iolurdivciplinaey problom
solving, living skills, etc.

There is not a Test Deuvslopment Center in the MEN, uhere diagnostic
testing help is made available to teachers. Diagnostic testing in the
interest of appropriate grouping, placement, progression, and
instructional targeting is not a common concept in Mali. For the most
part testing is still used to screen and judge. The concept of
increnental pacing until all students naster 1080y without failing (albsit
over different periods of time and using differing techniques) is not
connowiy held.

)



Hali, Prnject ANEL, AED

n Tharm iz wn TAachar Parsnunal Sarvice Init (apart. fron the ganaral
governnent civil service organization) for the educatiovw sector. There
is not then, a special professzional inage of teachers, improving the
regularity of pay for teachers, further systematizing the credentialling
of teachers, comput: -izing teacher personnel records, quickly processing
changes in pay (basud on changes in status. grade. experlence or
recponeibility), improving non-financial teacher benefitc, or improving
regional allocation of personnel.

u Thera are tscunwislonciovy i MEN pruomuunced pulivy un vuralicalion, 1C
does not square with the text-books made available or with the
pre-service teacher training program. Also, the pronounced policy on the
priority rocontly aggigned to basic education doos not aquare with tho
subjeclt oriented training that conwtinues to obtain for aspiring
elementary teachers.

The MEN Inspectorate

Ng in many countrice the Inagpectorate in Mali is undorstaffod and over
extended in responsibilities. It is central however to school level reforms that
can yield greater effectivensce, relevance, accese, efficiency and community
support. The Inspectorate (regional Inspectors and Pedagogical Counselors) is
ultimately responsible on behalf of MEN for the management of schools and for the
program of ingtruction. Although incpectore have a great many echoole to look
after and arec caught in grouwing burcaucratio papor work, thoy arc scasonod and
dedicated educators recruited from the ranks. They have a keen interest in
sonshow inproving nanagerant procedures so that tine and energy nay be devoted
to the improvement of program and instruction. As is the case with personnel
throughout the MEN, Ingpeoctors and Pecdagogical Couwsclora arc firet of all
subject specialists. This orientation inhibits the development of a
corprchongive and intograted managemont vigion. The type of training that
members of tlie Inspectorate have had contributes to this. The undaistanding and
support of the Inspectorate is key to the implementation, monitoring, success and
sustainability of rc¢lform interventions.’ Taking the matter of ruralization as an
suanples, it is nasd sussssaful in 4lasa ylasss vhars a visisn suisés and ulses
Inspectors and Principals carefully prepared the vay uwith teachers and
communities. It igs not successful uhere it igs misunderstood, improperly applied
as a segregated program, not supported by teachers and parents and not managed
Lheuvugh maluvrials and praclicves thal are Lhuuyhtful inleygralivns. As sumslimes
tende to be the cace with donor backed effortec, vruralization wac adopted ac a
broad wnational policy rather than catablighod incrcmentally uhore theoro wag
readiness and painstaking preparation. Its failures are giving a needed and
uorthy program a bad nana, The Inspsctorats, if it could somshou be ralisued of
its logistical and bureaucratic burdens could be helpful in salvaging it.
Incidently, some of this situation pertains to school principals as uell.

MEN Organization and Communication (Relatiue to the Challenges that are Hard
Pressing the Sector

Leaders throughout the MEN understand the challengaes facing education.

They need sustained help rather than fragmented capricious short-tarm assistance.
Thay dn nnt. nard a enntinning plathnra nf impartad pancmas. Rathar, thay nmad

in depth sustained asszistance uwith deep seated organizational problems (problems
that will nwot succumb to research or the pontificating nf short term experts).
Problems that will require hard slugging from day to day at a uvery pedestrian
level. Leadership in the MEN realize that education uwhich is isolated from the
day to day dilemmas of Malians, must end. Ko one understands better than MEN
leaders that the system has become dysfunctional. And they realize that they
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work in a smtting which desperately neesds:

o Inproved personwnsl operationa thereby inproving the capability of stall to
manage programs and operations.

o Improved information systems thereby increasing efficiency in planmning,
controlling and evaluating.

o Inproved financial management systems and operations.
o Improved teacher personnel operations.

o Staff trained in practical everydau management concepts and techniques related
to the above.

o The responsibilities of MEN have increased dramatically over the ysars.
Accorndingly, it ie in ceriour need of etrengthening. There it a need, for
example, for updated organizational charts and position descriptions. There
is a need for a clear cut and unbureaucratic procedures manual. There is a
need [or clear underastandings about respanasibilities and accountabilities. In
fact, there is a need for a tuo fold organizational upgrading effort, i.e. (1)
compilation of a snapshot of what actually obtainsg at present and (Z)
rarticipatory development of what neads to be organizationally. The
participatory approach to developing what needs to be could begin with seminars
o thn inpavtanca nl arganization and an the weracsity Al things 1ika nisginn
statenents, objectives and functions (unit by unit) curganizational charts,
position descriptions and a statement of what is supposed to hes tacilitated or
accomplisghod through cach offio. Tho moet satiefactory approach to thie
effort would be throuyh a series of guided sessions unit by unit. In that the
intant. is tn nltimataly farilitatm much improvad commimivatinn and ranedinainn
in the interest of facilitating the crucial work of the MEN, the very
participatory procect of doing what iz cometimec referred to ac an
organizational scheme of service, may well be more important than the product.
nUL]I L]lt! PLrULGCDID G!ll-l Lll\J !ll'u!lul-‘lo wuul\l yu o lUllu way Luwar\l Lu;ld;llﬂ l'lUl'Glu,
getting clarity of vision, building teamwork for critical implementation
efforts, getting a more efficient use of human resources, reducing duplication
and fragmentation, promoting unbureaucratic coordination between units,
reducing inconsistencies betueun present assigned roles and pressing tasks and
setting people (and units) freo to take initiatives, albeit with an
understanding of accountability.

Operations Plamming

As always stated, there is a need for educational planning by the MEN.
There is also need however, for operationdl planning. There needs to be a way
for the MEN to plan the specified step by step operations necessary for moving
from point (a) to point (b) to point (c) and ultimately to one of its major
goals. Sometimes called action planning, this could in fact be tackled in the
same participatory way as schemes of service after seminars on key concepts uere
held. Some of the participatory ctept could be (a) agreement on a policy agenda,
(b) arriuving at policy positions, (c) setting policy implementation priorities,
(d) developing ctandarde, (e) devsloping accomplichment implementation ctrategiec
and assigning responsibilities,

Coordination and Communication Beyond the HEN

The reform effort in the educations sector is a very major and complex
undertaking. It involves several donors. Under leadership of the MEN and UWorld
Dank there exists structure For communication and coordination. It seems
houever, that there is further need in this area. Quite apart from the Bank led
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congortiun effort, the USAID led program is exceedingly signiflcant in and of
itgelf. As it turns out, leadership for the overall effort seems in many cagen
to have lallen to MEN and UBAID rather than to MEN and the Dank. Terhapa USAID
(uith tho holp of ite projcot porsonnol) might profitably coneidor furthor
systematizing broad coordination and communication in the interest of the
program. Four possibilities night be:

o Establishment of a MEN and USAID led Interministerial Executive Council that
would meet once every six monthe under the chairmanship of a senior MEN
officer. The Councl] would consist of permanent senior representatives of the
Ministers of Education, Govarnment Civil Service (personnel), and Manpouer and
Labour and Finance. A senior representative from USAID would asziat the
chairnan with agenda setting and would attend Council mestings. The intent of
the Council would be to revieu progress and to facilitate necessary Govarnment
(clearing) action e.g., actions necessary on personmel policy and financial
allocation.

o Establishment of a MEN project initiatives Advisory Committee. It might
consist of the heads of DNEF, IPN and DAF together with one very credible
repragentative from the ranks of the Inspectors and one from the ranks of
teachAar maducators. Tha MTA, MISA, META, Padagngical Training TA and Unman in
Development Specialist would attend Advisory Committee meetings. But the chair
would be Malian. The committee would meet once a month to revieu progress,
sugyesl allernalive slralevyivs and cloar Lhe way fur pruyrous wilthio Lhe
educatior. sector. Representation from USAID might also be a good thing for
such a Committee. It seems important that this be seen as a Malian Committee,
controlled by them and representing their view. To this end, the Americans
might want to consider how to keep the U.S. profile doun at each meeting (e.g.,
not always attending, etc.). Hopefully, of course, over a period of time, ThA
rersonnel will come to be seen as Malian team members. This is no doubt
already the case with the Pedagogical Training Advisor.

n A project unrk granp cansist ing nf HISATN and the American TAs This granp
wuuld Mmool weokly Lu favililale busingss mallers and lu review yonural
progress. It would wot be an adninistratjue body.

o TA Committee meeting at least weekly on substantive and logistical matters.

Outputs

(ABEL Outputs Relative to Subpurpose (D) Antecedents)
D1. lu~vuuulry managomonl Lraining plan dune and upsraiciveal ized.

D2. Short-term management consultant plan done and operationalized.

D3. Plan for MEN organization and personnel clarification and performance
upgrading done and operationalized.

D4. Management upgrading initiatives monitored and evaluated.

DS. MEN personnel redeployment facilitated.

D6. MIS database necessary to sducation and operations planning, established.
D7. MIS necessary to education and operations planning, established.

DB. MIS necessary to development of foundations policy planning established.

D9. MIS necessary to monitoring and evaluation of the above outputs established.
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1 & E capability relative to HEN organizational and management upgrading
astablished.

M & bk intornation used by ALN tor organizational and nanagement decigion
mnaking.

HIS data uced by MEN for organizational and management decizion making.
MIS harduare and sof tuare in place and used for management tasks.
ADEL logistical! matters related to output D facilitated.

Strategy for suztainability of effor’'s done.




