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PREFACE 

The present evaluation was contracted by USAID/Mali to inform the members of the Mission and 
their colleagues in the Basic Education Expansim Project (BEEP) of the progress achieved by the 
Project, the difficulties encountered, and of future directions to be considered. In order to cany 
out this work, USAID asked the Education Development Center (EDC) of Newton, Massachusetts 
to hire a team of five consultants -- with the addition of a sixth one, nominated by the Ministry of 
Basic Education, - specialists in the various fields covered by the Roject. 

Kabine Hari DIANE, Education Planner, Mali; 
Georges GUISLADJ, Specialist in School and Training Programs, Belgium; 
Joshua MUSKIN, Evaluation Specialist/Icam Leader, USA; 
Issa N'DIAYE, Evaluation Specialist (%-Team Leader, Ma 
Bintou SANANKOUA, Education Policy Analyst, Mali; 
Cheickne Hamala SOUMARE, Education Economist, Mali. 

The actual work took four weeks (August, 1993) divided into three major stages. 

(1) An orientation week, led by Dr. Medjomo Coulibaly from the REDSO/USAID office in 
Abidjan, permitted the team to read the extensive basic documentation (compromising a stack of 
about three feet high and including more than 50 documents) on the Project. Dr. Coulibaly 's role 
served to focus the evaluators* attention on the key questions presented by the Mission. By the 
end of the first week, with DL Coulibaly's help, the team had drawn up (i) a list of the offices and 
contacts that the team needed to consult, (ii) a work schedule and a distribution of the tasks, and 
(iii) an outline, or abstract, for the final report. 

(2) The second stage consisted of the interviews, during which the team -- either as a whole, in 
small groups, or as individuals -- consulted the largest number of people possible. These on-site 
interviews included visits to Koulikoro, Segou, and Sikasso. Considering this crucial aspect of 
the evaluation, the two weeks reserved for this stage proved not to be sufficient, given the various 
other constraints such as transportation and communication problems, and the unavailability of the 
people. Furthermore, USAID had requested the use of a fourth-generation evaluation 
methodology, which required group meetings. The team is aware that it did not consult all the key 
figures essential to a mon comprehensive evaluation. 

(3) The last week of the endeavor was devoted to the drafting of a preliminary document and its 
presentation to USAD and Ministry officials directly involved in the areas covered by the 
evaluation. Tie ipresentation included a few suggestions for the future direction of the Project, 
proposed by the evaluation team. for consideration by the various partners of the Project. The 
Mission requested a draft of the document from the team before their departure so that the .- 
Mission, the Ministry, the advisors, staff of the BEE,P Roject, and others interested could confirm 
or amend the team's findings and initial conclusions. Over 100 copies were distributed by USAID 
for comment 

This strategy called attention to numerous gaps in the report, with extensive comments received by 
over fifteen individuals directly involved with the Project.. Their comments enabled the evaluation 
team to amend the final report. It is hoped that the readers of the amended version will find it more 
accurate and useful. In some cases, the amended information was directly inserted into the text; in 
others, the obmt ions  arc incorporated as foomotes at the bottom of the page concerned. The 
more general comments will be found in Appendix G. These observations reflect more often the 
reviewer's opinions than factual corrections to the text.. 



It is worthwhile to note here that the cwiginal unedited draft of the evaluation elicited several 
negative reactions. Several comments, amendments and es idly ill feelings stirrcd up by the 
first draft could have been avoided by distributing an edit a/'= version. It is the evaluation team's 
hopc that the present version will be considered the official one. 

The evaluators hopc that this work will contribute something valuable and significant to the 
dialogue which has lasted for the last four years between the Ministry, USAD, and the various 
participants involved in the national education reform. Certainly, elements and efforts of the 
Pmject may have been we.rlooked or undenstimated by the team, even after taking into account the 
remarks about the first version. Should any ideas and recommendations suggested by the 
evaluation bring on discussion or reactions, even negative, concerning thc last two years of the 
Project and beyond, the tvaluation team still believes that it has contributed to the search for 
collaborative solutions between the partners. This collaboration will be critical for the design and 
implementation of the plan of action for the next stage of the Project. 

Finally, the team would like to express its thanks to all the people who were available to participate 
in their team's work. The consideration of this p u p  contributed greatly to the efforts of the 
evaluators in understanding this vast and complex Project, We would like to thank in particular the 
following individuals: 

the Minister of Basic Educatian, her Cabinet Head and all her assistants; 
the Director for Education and Human Resources Development at USAID, as well as 
her assistants; 
the local and regional administrators; 
the National Dirzctm and Heads of Central Services, and all their technicians; 
BEEP'S technical consultants and their Malian colleagues; 
the Director and staff of ABEL, 
the Regional Directors, the Inspectors of Bmsic Education, the Pedagogical Advisors, 
the Rincipals and other colleagues consulted, and 
the students' teachem and parents. 



SUMMARY 

USAID initiated BEEP (Basic Education Expansion Project) in Mali in 1989 with two major 
objectives: (i) to broaden the base of primary education, particularly with better internal efficiency; 
and (ii) to improve the quality of fundamental education, particularly in the first cycle. A third 
objective was added in a first amendment in August 1991: to regionalize the educational and 
adminismtive management of the fundamental schools. The Frojcct is part of a larger educational 
refonn program, the Fourth Education Project, which was designed by the World Bank, and 
which was partly financed and executed by other sponsors, including France (an anticipated initial 
amount of US $3.7 milion), Norway (US $3.0M), Canada (US $0.8M), the United Nations 
Deveioprnent Rogram (US $0.5M), the Govemment of Mali (US $10.2M), and local communities 
(US $A.SM). The initial total of the Fourth Education Pmject was US $56.2 million. 

Like the Fourth Education Project, BEEP is a "hybrid" project, with two separate components: 
non-project and investment. The non-project assistance totals US $3 millron, which is to be 
bansferred to the amunt of the Government of Mali in three equal amounts after the realization of 
a series of conditionality requirements by the Government. The investment component is based on 
a program of technical assistance aiming at six sectors of the educational system: (i) in-service 
training; (ii) girls' schooling; (iii) management information systems; (iv) community support; (v) 
monitoring and evaluation; and, as a later addition, (vi) management assistance. This component is 
worth US $17 million. The activities of the Project are concentrated in four regions: Bamako, 
SCgou, Sikasso, and after the first amendment, Koulikoro. 

BEEP was initiated by USAIDW, in response to an official mandate of the U.S. Congress to 
develop basic education in Africa. Aware of the World Bank's initiative in Mali, among other 
considerations, the Washington headquarters insisted, according to USAID/Mali officials, that the 
latter develop a project, which would initially be financed with US $10 million, of which US $3 
million were to be reserved for non-project assistance. This rapid evolution of the Project (there 
was neither an adequate staff nor a coherent strategy at the time the agreement was signsd) 
generated a program which was simultaneously being defined, staffed, and implemented. This 
development, considered by many participants as "improvised," was criticized at times, while 
appreciated at others for its timely flexibility in the midst of a very unstable political climate. The 
most striking political change was the fall of the Moussa Traod administration in 1991, who had 
signed the original agreements of the Fourth Education Project md BEEP. Since then, the Project 
has had to adapt not only to each new government, but to a number of successive officials, who 
were nominated, together with a new Minister, almost every six months. This situation has 
ostensibly exacerbated the natwal turmoil accompanying a new project. 

The USAID/Mali Mission organized the first BEEP evaluation in August 1993. The following 
terms of reference guided the evaluation team towards a two-tiered assessment of the Project: (i) 
the technical contribution of the six components; (ii) the repercussions of the overall Project 
activities on the realization of the major BEEP objectives. The evaluation team attempted to gather 
the perspectives of the various partners of the Project -- both participants and beneficiaries -- by 
relying on the "fourth-generation" evaluation methodology (cf. Guba & Lincoln, 1989). In 
particular, information was gathered from the following pups: (i) USAID officials; (ii) DEEP'S 
technical advisors; (iii) rtpresentatives of the national technical bureaus involved in the Project 
design and execution; (iv) officers of the Ministry of Basic Education (MEB), and of other 
ministries ngarding the non-project.assistance program; (v) the Regional Directors of Education, 
the inspectors, pedagogical advisors, school principals, and teachers of the four regions covered 
by the Project; (vi) the Parent Teacher's Associations (APE) of the four regions, with other local 
government officials; (vii) representatives of the Fundamental Education Support Fund (FAEF) 



program1 of Koulikoro, Sdgou, and Sikasso; and (viii) other interested partners, such as the 
consultants or the representatives of non-governmental organizations, 

These investigations lasted four weeks and produced a set of different, sometimes divergent 
perspectives, on the organization, execution, and both beneficial and adverse effects of the Project. 
Based on a methodology encouragirvg a diversity of opinions and interpretations, several minor 
details pertaining to the Project had to be omitted when considering the people interviewed. The 
intent is not to present "the truth," and certainly not to offer specific recommendations. Rather the 
aim is to present a clarificatiorfi of the different perspectives with the hope of promoting a more 
meaningful dialogue between the various major partners on specific issues which will guide the 
Project towards a set of new orientations within the framework of joint USAID and Malian 
priorities and objectives. 

The assessment sf the six technical components by the evaluation team uncovered various 
strategies and different levels of success. Without exception, one can say that the administrative 
and technical level of those six areas developed thanks at least partly to the Project's technical 
consultants. But the effects of the individual components vary according to (i) the concrete 
contribution of the Project to teaching and learning in Mali and (ii) the transfer of material and 
technical expertise to the Malian representatives. To illustrate these general remarks, here is a 
precis about tach component: 

1. Community Support. 

The Community Support component was crehted to implement the FAEF program in the four 
regions of the Project. The two major objectives of this activity are (i) the renovation of school 
facilities, including the furnishing of classrooms, and (ii) the taking of responsibility by the 
communities for all aspects of community school management. USAID officials explained that 
Agency ngulations could not permit new classroom construction; there is no way then to satisfy 
the great wish on the part of the regions and municipalities to add new construction to the 
renovations financed with Project aid. The EAEF method, directly taken from the Fourth Project, 
is a shared financing of all renovation work. At the beginning of the Project, the communities' 
financial (or in-kind) involvement was 35 percent of the global amount, which could be provided 
in cash, personnel, and labor. Very early in the Project, USAID accepted to fi~rance 75 percent of 
the total amount. 

The financial intervention of this component was complemented by a vast sensitization effort to 
motivate the rural and urban communities to identify their needs in school infrastructure and to 
mobilize their necessary resources, labor, or equipment to meet the 25 percent required by the 
FAEF. The various FAEF officials said that the component interventions led the communities to 
submit many movation quests to the FAEF and apparently to create a participatory consensus on 
school management. From July 1992 to February 1993, 73 requests were granted by the 
FAEF/USAID steering committee. These requests involved the communities of the ten 
Inspectorates of Fundamental Education (IEF) in the Bamako district and the Koulikoro region. .- 

The APES, school principals, and inspectorates all expressed the need for new classroom 
construction that could not be funded by FAEFKJSAID. In total, the component was able to 
complete 468 clasmms, latrines excluded. This represents a total investment of 161,355,653 
CFA francs (or US $575,000) by the FAEF. 

However high this amount may be, it only represents a portion of the total need for classrooms in 
Mali. The criticism expressed about this initiative was diverse. Several regional directors, 
inspectors, APES, and other teachers in the regions complained about the USAID policy not to 

1 - Thut are actually two FAEF pmgrams: one financed by the World Bank, and the othw by USAID. 



finance new construction while others defended the strategies arguing that the renovations were 
cticdly new construction as they made toom for schools that no longer existed. The issue may 

Emom one of cquity than an apparent mnrmdiction with the objective to widen the base of the 
I Malian education system: the least privileged areas often do not have even rundown schools to 

renovate. The ~gional administrators also evoked the equity iasue when they noted that the least 
privileged hnas often do not have the ~ ~ ~ u i r e d  25 pacent at thdr disposal in order to participate in 
thc program. However, the FAEF fourd that the demand gmtly exceeded the supply, and this 
placed the local authorities, who participated in the sensitidon campaign, sometimes in a very 
delicate predicament: they are the ones to infoxm the cornunities that the additional funding to 
complete the 25 percent is no longer available, In some cases, then is a divergent opinion betwan 
the regiond and local officials on the use of community funds for schools. At times, it seems that 
some funds raised for the specific reason to renovate the schools, were actually used for the 
general development of the region, without the partici tion or vproval of those communities who 
provided the funds, and often without Wng among tr e beneficmies. This attitude was obsewed 
in many communities by several representatives direct1 involved in the Community Support 
component. When this is the case, the sense of responsib' d' ity for the community's property is sen 
to rest almost e n h l y  with the government administmtm, eaxcially in cases where the schools 
are concenned. They know only public, private, or parochial schools, no community-run schools. 
Therefore, the objective to entrust responsibility in the local population for all school aspects is far 
from being promoted with a simple financial participation, since the latter are generally pcxceived 
more as a tax than an investment. 

-1 Discussions with the officials and beneficiaries of the Community Support component shed light 
on certain future actions which could promote the realization of two chief objectives. The team 
proposes them to USAID and the Ministry of Basic Education as future topics for discussion. (1) 
The Koulikom FAEF unit should be able to benefit from continued support, both in quantity and in 
quality. (2) The education authorities (regional and national) must find a meeting ground with the 
administrative authorities in the regions on a fair allocation of community resources for the 
development of the local schools. (3) The Project should double its efforts for community 
training, and especially of the APES, in management, in order to realize the second objective. (4) 
USAID should consider other options, i.e. new construction, which would maximize the Project's 
influence on the broadening of the education base without forgetting the equity issue. (5) In a 
more ambitious perspective, one could consider complementary development interventions at the 
level of the cornrnunitics, by offering community members the opportunity to develop skills in 
management in other domains before using them to manage schools; e.g the Kolondieba model of 
Save the Children. 

2. Education Management Information Systems. 

The chief purpose of the Education Management Education Systems component is to improve the 
regular use of clear and appropriate information by the authorities of the education system -- at all 
levels -- in establishing policies and making decisions. The specific objectives of the Pmject in this .- 
area are the following: (i) the identification of data and other pieces of information to be gathered 
on a regular basis, and the initiation of pnmdms and of a system to ensure this collection; (ii) the 
mation of a computefizcd capability at the central and regional levels for data gathering and 
analysis; and (iii) the set-up of communication networks and relay of the data to the various users. 
With a quasi-pamanent consultant and a technical advisor, the component devoted its attention to 
the computeritation of school statistics that were already in plac:, but gathered and mated by hand. 
The major steps the component had in mind were the purchase and setup of computers at the 
Ministry of Basic Education and (still in process) at the four Regional Directorates of Education 
involved, the Ration of new forms, thereby adding information requested by the administrators 
consulted, the preparation of the annual statistics report by the Ministry, and the training of Malian 
staff in computer programming and processing. At the beginning, the technical advisor found his 



counterpart and other direct colleagues at the National Directorate of Fundmental Education 
(Planning and Statistics Cell), which was terminated not much after the arrival of the technical 
advisor. Then the component came under the auspices of the Directorate of Adminiabative and 
Finance which was not really appropriate or ready to take on these functions. Only very recently 
the Minishy established a Planning and Statistics Cell, which is supposed to house the component. 

The Ministry managed to computerize part of the data concernin the educational sector, thanks to 
updated forms developed by the Project. The data were gat % ered and processed, the results 
published and tho statistical documents distributed, like the report on national teaching personnel. 

However, interviews conducted with the officials and beneficiaries of the component raised two 
major shortcomings in its functioning. The first shortcoming is the perceived lack of transfer of 
competence to the Malian sW, the component is described as an autonomous operadon operating 
in a vacuum. At the center, the absence of a real collaboration between the component's technical 
advisor and the DAF staff is particularly evident in the component being housed in a separate 
building from that of the host Adminismtive and Financial Dhctoratc, and in the appointment of 
one single employee to work jointly with the technical advisor. In the Regional Directorates of 
Education, the regionalization of a management information system seems to have been slowed 
down due to several factors, like the slowness in setting up the computer rooms, the delays in the 
mining of tegional staff in computers, and the apparent lack of strong determination vis-a-vis 
regionalization. Another criticism is the component's tendency not to involve the hspectorates of 
Fundamental Fducation (IEF) and the staff of the Regional Di i tmtes  of Education @RE) in the 
collection and processing of the data. The criticism exists also at the other end of the data 
management process: its distribution is judged insufficient. The other shortcoming or deficiency 
concerning the component seems to be the lack of specific initiatives to introduce the data into the 
decision making process and articulation of policies. The component seems to rely mostly on its 
technical e m .  

The various partners are unanimous in their opinions about the need to transfer the necessary 
capacities to "malianizc" the component and promote the use of data by decision-makers. (1) In 
order for the regionalization of the Education Management Information Systems component to 
continue, a more concrete step will need to be taken, including the possibility of taking into account 
certain recurrent duties of the Regional Directorates of Education @RE). (2) In order to better 
guarantee the Mdianization of the sector, it may be necessary to stimulate the management of the 
comp~nent's activities by the Planning and Statistics Ccll, by housing the personnel and equipment 
there. (3) In order to organize the use of various data, the interested partners should first define 
planning and management responsibiiities for the three management levels -- central, regional, and 
local. (4) The moms destined to receive the computer equipment in the Regional Dhtorates of 
Education @RE) should be in operation as soon as possible. (5) Employees involved in the 
Planning and Statistics Cell and in the Regional Directorates of Education should set up 
complementary training in the collection, processing, analysis and presentation of school statistics. 
(6) It would also be useful to speed up the design of the school map. (7) Regarding specific issues 
dealt with in the component, an updated census of the personnel from January to February 1992 is .- 
suggested, and strategies to the meet the goal of personnel management should be chosen. Other 
collected data and measures ought to be reviewed so as to improve their relevance and utility at 
each level of management; which might be a good topic of a conference. They could be 
accompanied by a definitions and data analysis manual. 

3 . Management Assistance. 

The Management Technical Assistance component was established to improv.3 the performance of 
the education sactor in Mali by applying a management and financial appmt;;h largely bssed an the 
strategic use of precise data. This component therefore hinges closely upon Education 
Management Information Systems. Tie chief goal of the technical assistance program is to assist 

viii 



the central, regional, and local authorities (schools and communities) in managing the human, 
material, infmtructural, and financial resources of the sector. The original plan (as articulated in 
the first amendment of the Project Grant Agreement), which included the a pointment of a P technical advisor at the central level, te. the National Directorate of School Plann ng and Statistics 
(DNPS) to ovenee that area, was modified due to iwo sets of chumstances: (i) the C3ovemment's 
deci,sion to discontinue the National Directorate of School Planning and Statistics; and (ii) the 
absence of an appmpriate technical advisor to be in charge of this responsibility. An k;cmative 
smitegy was therefom applied in d c r  to ensure a management assistance which would include the 
fol,lowmg elements: 

* the transfer of certain mponsibilities of Management Assistance to Management 
Information Systems; 

* the appointment of a part-time advisor (from Clark University, Atlanm) to cany 
out studies and organize training seminars concerning various management issues; 

* the appointment of a technical advisor in regional school administration to work 
jointly with the Regional Directorate of Education of Koulikoro; and 

* provisional interventions, particularly in administration training, by other 
components -- e.g. In-Service Training, and Community Support. 

In spite of a difficult beginning and a vacuum in the technical program concerned, some important 
activities were conducted by short-term technical advisors or by other BEEP components. Among 
which are: (i) a census of the Ministry personnel; (ii) a study on the training and in-service 
training needs of the Ministry's personnel; (iii) the planning conference of SClinguC, whose: major 
themes included training, inhtructure, monitoring and evaluation, and management; (iv) an in- 
service training of school administrators; (v) a study of the Ministry's personnel; and (vi) a study 
on the mform of the information system in the fundamental education system. The steps taken in 
Koulikoro maybe constitute a more sustainable and coherent contribution for the development of 
the local capability of managing the education system, especially given the presence of a full-time 
technical advisor on the one hand, and the importance associated with the regionalization of the 
sector, on the other. The component contributed to the material and technical development of the 
Regional Directorate of Education of Kou'likoro with the following actions: (i) an exhaustive 
census of the conditions and needs in furniture and school plants of all 383 fundamental schools in 
the region; (ii) the collection of data on schooling, on relations with the surrounding communities, 
and relations to the school map for the whole region; (iii) a sensitization of the communities and 
the school personnel about the FAEF program; (iv) a seminar to train community members in 

A 
participating directly in the management and the decision-making process concerning the school 
and the education of their children; (v) a formal evaluation, through a written investigation, of the 
inspectorates of Koulikoro about the school conditions (furniture and plants), the archival and 
management systems, transportation, personnel, training, equipment, and the hierarchical 
coordination of each Inspectorate of Fundamental Education (IEF) of the Regional Directorate of .- 

Education of Koulikoto', (vi) the application of accountin? and inventory methods for the receiving 
and control of the equipment provided by the Project; (vri) computer training for the personnel of 
the Regional Directorate of Education; and (viii) the introduction of a new filing system at the 
Regional Directorate of Education of Koulikom, accompanied by an applied training. 

The most evident criticism of the component is the absence of a full-time advisor at the central 
minisay level. Efforts to compensate in this area of intervention with short-term provisional 
actions led to some intaesting results, of which the organization of seminars and studies arc good 
examples. Howeva, the lack of concerted monitoring possible by a continuous presence seems to 
have diminished considerably the application of these contributions, which remained rather 
theoretical or mere suggestions; good ideas which at times could not, or would not, be put into 



action. To contrast this situation with that of Koulikm (which is still not quite an ideal example), 
the technical vacuurbl mated by the absence of a full-time advisor is all the clearer. As far as the 
assistance provided to the Regional Directorate of Education of Koulikoro is concerned, the issues 
or problems can be summarized as a lack of sufficient consistency between the internal aspects of 
BEEP, and more specifically, between the other components and the top officials of USAID/Mali. 
For example, the training seminar of the communioies in sehwl management had to be postponed 
because it conflicted with other seminars. (Other components complained of similar conflicts -- 
with other components or wit!.! Government-sponsored activities.) Another example is the massive 
response pvoked by community sensitization about the FAEF, greatly exceeding the current 
available funds for the intervention. The negative impact engendered by this disappointment is 
difficult to assess. 

The next stages for the development of the education sector ought to incorporate measures to 
pv ide  a more regular technical assistance in order to assist the Ministry and all the regions in 
~mpmving its administrative and financial management, at all levels. In particular, the evaluation 
team has defined four related proposals to be accomplished by this advisor: (1) the formal 
articulation of the tasks of the various positions at the national directorates of the education sector 
and of the ngional directorates of education; (2) the establishment of mutine, formal channels for 
the regular dissemination and processing of the data as well as the discussion and regular use of 
these data concerning the state of the fundamental education in Mali; (3) a definitian of the needs 
for initial and in-service training of the employees, with the following objectives: (i) the 
establishment of a mana#ement capability, and (li) the use of data in decision-making and the 
articulation of policies; and (4) the formulation and implementation of a new amendment to the 
Grant Agreement, which would include non-project assistance, with disbursements contingent to 
meeting certain task requirements mentioned above in (1) and (3). Regarding assistance in the 
other regional school administrations, we suggest the judicious model of the Koulikoro approach. 
The problem of administrative and financial management of the education system in Mali is 
overwhelming, and experience in the control of scarce resources is limited. If communities are to 
be endowed with the management responsibility of their own schools, management assistance 
proves critical. 

4.  Girls' Schooling. The goal of the Girls* Schooling component is to increase female 
participation rates and opportunities for success in schooling. The Project, together with the 
Government, has articulated four objectives to meet this goal: (i) increase enrollment, participation 
and retention rates; (ii) increase promotion rates and to encourage schoolgirls in their studies; (iii) 
improve the quality of teaching for &Is; and (iv) inmase the participation of female teachers in the 
schools. The component is headed by a technical advisor who works directly with the employees 
of the National Cell of Girls' Schooling, housed in the building of the National Directorate of 
Fundamental Education (DNEF). As with the other project components, this national directorate 
depends almost entirely on the funds provided by the Project for carrying out its activities; the 
Government covers salaries. Regional cells of girls' schooling are set up and work independently 
from the national organization, but often organize, at least theoretically, joint activities with the 
national cell. Initially, component staff presented seven experimental pilot programs in order to .- 
realize these goals and objectives, apparently mostly drawn from studies and reports of actions 
attempted in other developing countries: (i) improved work conditions for women teachers; (ii) 
increased participation of women in teachers' training; (iii) strategies to encourage and facilitate 
female participation in school; (iv) a scholarship and awards program for girls; (v) education 
programs which favor teaching girls; (vi) the implementation of a media campaign; and (vii) 
sensitization campaigns k t e d  towards mothers and the whole community. The cumnt program 
has kept to this plan for the most part. Nevertheless, two principal activities seem to have 
dominated the efforts: the multi-media sensitization campaign; and the prize distribution to the best 
female (and male) graduates and to the schools which best promoted female enrollment. 



The inmase of female participation in schools in the areas covmd by the Project seem to show a 
positive impact of thew efforts. For example, USAID reports an inmasc of the number of girls in 
the first six grades of about 20 percent between 1989 and 1992, a gain of about two pexent in the 
number of girls of schooling age (from 16.66 to 18.74 percent). The media campaign and the 
schools competition also seem to demonstrate a remarkable level of participation and 
professionalism, Radio broadcasts reached many peo la, with messages judged appropriate for 'I' the targeted population (although neither Monitoring an Evaluation nor the psent evaluation team 
studied this question in depth). The rim distribution memonies w m  organized with the apparent 
close collaboration of the local aut 1 orities -- inspectmtes, pedagogical advisors, teachers, and 
APES. According to several participants, the level of interest and energy surrounding these events 
was very high, and the expected results, both direct and indht ,  in the communities involved seem 
to have largely been achieved 

This apparent success certainly does not preclude the existence of less positive aspects. As far as 
the ceremonies are concerned, various participants -- of the Regional Directorates, the APES' the 
regional cells -- have especially described the lack of coordination and harmonization between the 
national cell and the local partners. The Project and USAID wen ascribed the same criticism when 
the decided not to accept the choice in prizes pmposed by the local committees. The impression 
of r, eing dominated by, or subjected to, the central organization, was commonly expressed. 
Several regional staff, and others, had the feeling that the staff of the national cell limited the role of 
the regional cells in order to maximize the various transportation stipends for themselves. One 
problem idenWicd by the evaluation team is the difficulty in attributing gained results in the areas of 
intervention to the component actions, since the Government implements other strategies in the 
regiocs with the same goal. In Sikasso, for example, a girls* schooling campaign was set up 
before the establishment of the Pmjwt in the region; therefore efforts to identify the real cause for 
this positive effect would be fluitless. There are certainly several influential factors, including 
those whose objectives did not consider girls* schooling directly. Nonetheless, this conccm could 
be interpreted as being of secondary importance, given that the only true indicators used to assess 
the influence of the Project in this domain are the enrollment moos and the girls' persisting in 
school. In that sense, no indications were found of preliminary research carried in the field with 
the aim of identifying the true causes of the weakness of girls' schooling for each group or region. 
On the contrary, it would appcar that research was confined to a literature review in order to 
circumscribe the most appropriw strategies. Without a thorough understanding of the situation in 
the field, one wonders if the sensitization or award-giving interventions wll have long-term 
consequences upon female enrollment. Mmver, one ought to search for the real factors slowing 
down participation and limiting the girls' presence in school in order to solve them. This kind nf 
question ought to direct the proposed strategy, in the initial plan, to steer interventions outside thc 
scope of the schools and to others supposed to improve the living conditions, e.g. domestic tasks, 
of a typical girI in Mali. 

The future steps pmposed for joint consideration by USAID, the Ministry (MEB), and the local 
authorities suggest a fundamental review of the overall strategy of the component; not only precise 
interventions but particularly the question of setting the girls' schooling issue in a separate .- 
component. Indeed, there would be a risk of isolating the girls' schooling in a kind of policy 
ghetto, whereas the objectives ought to be the chief concern of all the areas concerned. The 
question is merely asked, without real proposals; except that the issue ought to be discussed at 
length, openly and thoroughly. More precise steps are suggested as follows. (1) A research 
program ought to be articulated and implemented to shed light on the current situation of female 
enrollment in Mali and to assess the various causes of its weakness. (2) After the assessment of 
the results of the research activities, one could initiate pilot interventions, or, if it is deemed 
recommended, continue to widen the cumnt interventions. (3) One ought to seek to put the 
component activities in closer contact with those of the colleagues working in the regional bureaus 
and in the local cells. (4) If there was to be a distinct component, one could suggest the 
establishment of a committee f o r d  of npnsentatives of the various directorates and divisions of 



the Ministry which would conceive and direct a rogram of coordinated activities affecting the R whole education system. (5) A more thoroug assessment of the results of the media and 
sensitization campargn, and of the prizes and awards pmgram ought to be undertaken. 

5. In-Service Training. 

The interventions of the In-Service Training component focus on the training of the teaching co s z of Mali, particularly in Operational Pedagogical Objectives (QPO). Basing the choice and e 
content of the modules prepared and presented on the school program written out by the National 
Institute of Pedagogy (LPN), the various staff of the component, supervised by a technical advisor 
and his Malian colleague, organized the interventions along two complementary approaches. The 
first is the cascade a proach, where all the mgional directors and the inspectors of fundamental 
cducation are t ~ i n J a n d  then sent back to the mgions to train in turn the pedago@cal advisors, 
who train in turn the school principals, who then train the teachers. The second intervention is 
direct training, which consists of trainers trained by the component going to the four regions of the 
Project to lead seminars, for example on the Oms, with the teachers, At the beginning of the 
Project, the upper primary teachers wen involved. After an impact assessment of the intervention 
jointly directed with Monitoring and Evaluation, the leaders decided to guide the program towanis 
the teachers of the first two grades of the first cycle of the primary education system. There, 
indeed, is the foundation of learning for the whole school career of the student. 

The contribution of technical assistance to the development of this initiative may be defined in three 
sectors. First, there is the technical advisor with his team, who have designed teachers* training 
instruction manuals for 16 diffmnt modules. Secondly, the team of trainers is composed of a 
group of competent professional educators. Thirdly, the organization of many seminars, in 
Bamako and inland, seem to work relatively well. The Malians unequivocally ask for the 
continuation of technical assistance so as to ensure the on-going development of technical and 
organizationai expertise, and a good command of those they have begun to apply. 

The evaluation team found, however, several fundamental sources of criticism concerning certain 
component activities. First, it was observed that many teachers had followed several trainings 
while others had received only one or none at all. Another important criticism is about a program 
which is operated and staffed by trainers who arc separate imm the Inspectorate of National 
Education officially in charge of these responsibilities. Several observations w m  formulated 
about the cascade training strategy, which apparently does not always trickle down the school 
hierarchy. Furthermore, the evaluation team heard several remarks criticizing component 
employees for having pmgrammed a S U ~ ~ ~ U O U S  participation of trainers to some seminars so that 
they could receive a stipend and the per diem allocation. As far as the strategy in general is 
concerned, the double mle of insptctor/trainer provided by IEF oficials should also be questioned. 

After assessing this component, the following steps are suggested for the joint consideration of 
USAID, the Ministry of Basic Education, and the officers and advisors in charge of the education 
sector. (1) A dialogue ought to be initiated in order to determine, by consensus, when the choice . - 
and development of teaching techniques will be left to teachers' own initiatives. (2; For the in- 
service training to reach the whole teaching body, in-service training centers ought to be 
established, which would function as IPN units and would be endowed with dl the necessary 
expertise. (3) Funding and technical assistance ought to be guaranteed in order to allow the 
independent, though complementary, operation of the regional mining centers and of the center of 
pedagogical training in Bamako. (4) Priority should be given to the in-service training of all 
teachers from first to third grade to familiarize them to the various practical uses of the 
languageireading textbooks (which have already been distributed) and of the arithmetic textbooks 
(whose distribution is imminent). (5) The trainers should continue to be "professionalized," and 
master the material for which they are responsible. (6) Considering the difficulty of conducting 
such a ptogram over such a large territory, it would be advisable to study in detail the impact of the 
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in-service training in a few selected schools which would be assessed regularly and over a long 
poriod of time. (7) The component activities ought to be closer to the official in-service training 
department of the Ministry. 

The evaluation of the In-Service Training has also included the study of the distribution of 
textbooks activity conducted by USAID. Finding that a vast quantity of new school books had not 
been distributed, USAID offered to oversee their distribution, in cooperation with the Ministry so 
as to tigree on a method. Should one judge the intervention on the sole criteria of the presence of 
textbooks in the classrooms and of a beam ratio of students per book -- almost 1:l after the activity -- one would conclude this was an overwhelming success. Nevertheless, remarks of 
administrators and educators in Bamako and in the regions were mixed. Regarding the capability 
of the Malian Government to continue the massive distribution of the textbooks, some officials 
considered imprudent the decision on the part of USAID not to charge even a minimal price for the 
books, which apparently was contrary to the policy that had been agreed upon  rigi in ally.^ 
Moreover, the arrival of the reading books in the classrooms occurred after the time in the school 
curriculum when these texts were needed. Finally, some criticism was formulated about the 
adequacy of the book content; according to some, the choice of textbooks was not adjusted to the 
Malian environment, the lessons were not in conformity with the training provided by the In- 
Service Training component, and the reading books had been delivered without the teacher's 
guide. 

The next stages proposed for this operation arc as follows: (i) to sensitize parents to the value of 
the books and to their preservation; (ii) to question the cost exemption (free distribution) of the 
textbooks; (iii) to consider the use of a printing and reproduction capacity at the IPN; (iv) to 
endow the Regional Directorates and the Inspectorates with the responsibility of textbook 
distribution; and (v) to ensure the opportunity, quality and relevance of the books, and that they be 
delivered with the necessary accompanying teaching material at the appropriate time required by the 
school calendar. 

6. Monitoring and Evaluation. 

According to BEEP'S grant agreements, the chief goal of the Monitoring and Evaluation 
component is to "monitor and evaluate the work in the classrooms so as to determine and 
demonstrate the impact of the various changes made in the system (1 III.C.3)." The central focus 
of this effort includes the various components of the Pmjcct (except for Education Management 
Information Systems, which is not covered). Although the original document directed the 
component more towards the whole fundamental education system, in reality the component is 
essentially concerned directly by the Project's efficacy and the impact of the Project in the regions 
concerned by the Project. The executing wing of the component is the Division of Pedagogical 
Innovations and Research, located at the National Institute of Pedagogy (IPN). The component is 
overseen by a technical advisor, hired under the ABEL contract (the USAID Project of Advancing 
Basic Education and Limacy). Together with her Malian colleague ind a team of researchers from 
the Division of Pedagogical Innovations and Research, she carries out two principal functions .- 

motivated by the need of meeting research requirements and assessing other Pmject components. 
(The Division is supposed to fill the same mandate for the whole Ministry, which it does when it 
has operational funds at its disposal. With USAID funding, the staff involved have the 
opportunity of remaining active.) The fmt function is to write the Monitoring and Evaluation 
Report of the Fourth Project of Basic Education Expansion. This activity usually begins around 
Febnrary with on-site lrtsearch and ends in the summer with the distribution of the results. This 
implies the participation of staff from other components for specific steps -- the design of research 

2 - The hisrory of he  distribution predating the nvolution is full of delicate situations. Given the flagrant 
need for textbooks in the clasmoms, and iu lack of expaience in that area, USAIDFIali estimated that the most 
expeditious and dK least complicated suategy should be used to cany out this distribution. 
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protocols, the analysis of preliminary data, and the ntview of the preliminary report -- to ensure 
adequate attention to the needs and objectives of the overall Project. The second function has the 
same objectives, but is concerned with more specific issues or timely research, such as the 
document "SOS Training" and the testing of a sample of first and fifth grade students in 
mathematics and French. 

The contributions of the Monitoring and Evaluation component to fundamental education in Mali 
are evident in the component's products as well as in the capability of the staff involved in this 
work. Regarding the component's products, regulu and other documents have already been cited 
as giving a useful insight on the interventions in the sector. Assessments performed by component 
staff have led to several modifications in the strategies used for other components. The mation of 
a testing program in mathematics md in French waxrants particular attention as it constitutes an 
ambitious initiative for the Ministry, especially as its result is of high quality. For the education 
sector itself, the Project engendered a marked improvement in the skills of the research staff 
involved. This technical progress has been equally observed in the planning, the implementation, 
and the management of the component's work. 

In spite of the positive appreciation of the component, some gaps have been observed, most of 
which are not related to the original conceptualization of the Project but may serve to defme future 
actions both for the component and for the Project. The only problem which really could be 
considered as  a conceptual failing could pertain to the component activities exclusively limited to 
the study of the Project's interventions. Other criticism concerns the statistical analyses in 
particular. First, the level of analysis -- population stratification -- is too vast -- presenting 
numbers by region, not really allowing for more subtle comparisons. Secondly, the assessments 
seem limited to simple questions -- yes or no -- without the introduction of hypotheses or the 
requirement of experimentation. Furthennore, it would seem desirable to have an overview of all 
the elements which could help to significantly deepen the understanding of the questions studied; 
e.g. qualitative aspects, questions of external perfomance, and socio-economic factors. The 
criticism evoked by the staff of other sectors of the hierarchy of the education system was two- 
fold: (i) the inactivity of the component staff regarding issues outside the scope of the Project; and 
(ii) the failed initial efforts and promises in establishing research agencies and an evaluation 
capacity at the level of the regions. Finally, the component staff complained about their 
dependence on the Education Management Information Systems component for the gathering, 
processing, and analysis of the data, since the Monitoring and Evaluation component does not have 
the necessary computer equipment at its disposal. 

Taking these inadequacies into account, it is suggested to consider the following developments in 
order to maintain the development of the sector. (1) It is deemed necessary to begin d h t  actions -- equipment, training, specific funds -- to ensure the regionalization of a monitoring and 
evaluation capability in the very near future. (2) We propose the initiation of a monitored 
experimentation program, based on detailed criteria -- e.g. OPO vs. non-OPO schools; used vs. 
not used textbooks; double session same teacher vs, two teachers -- which would permit the 
testing of specific hypotheses. (3) Stratification criteria ought to be expanded in the gathering, 
processing and analysis of the data so as to enable ail the actors throughout the education system to 
understand what is happening at the level which concerns them. (4) Socio-economic factors ought 
to be incorporated into resamh plotocols. (5) There should also be regulated formal links between 
the various pmjcct components in the design and implementation of the activities of Monitoring and 
Evaluation, by targeting mixed teams, for example, for the various sectors. (6) In order to go 
from the descriptive to the prescriptive and understanding, more qualitative research and other 
research which would allow case studies ought to be considered. (7) The understanding of the 
educational situation in Mali could also develop if studies of external performance wen begun, 
presently absent in the research program. (8) Regarding the issue of institutionalization and 
sustainability of monitoring and evaluation at the Ministry, paths ought to be sought to involve 
other offices of the Ministry, especially for the interventions regarding the actions that arc outside 
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the scope of the BEEP program. (9) Finally, given the progress and the many contributions of the 
component to the education sector, it is suggested that technical assistance should continue. 

Regarding the overall assessment of the Pmject, six questions were asked directly by USAID with 
reference to the terms of reference of the evaluation: (i) the stages and the participants of both the 
initial and the on-going design; (ii) the environment in which it evolved, (ii) the major factors of 
its implementation; (iv) the mfluena of the Pmject on the equity of the educational system; (v) the 
Project's contribution to the irnpvement of the quality of the fundamental education; and (vi) the 
Rpjject's impact on the efficiency of the educational system in Mali. 

The evaluation team considmd four major questions when assessing the Project's design: I. How 
involved have the partners and beneficiaries been in defining the Project's objectives and 
strategies? 2. Do the Project's objectives reflect the Government's concms and the current needs 
in the regions? 3. Does the Project offer a consistent strategy to respond to the major concerns of 
the education sector? 4. Does the Project's structural design allow the implementation of the 
education sector objectives? The many in.tcrviews with the various participants and beneficiaries of 
the Project led to the observation that the program has largely been defined as it is being 
implement&, thm has been no obvious global plan of action leading concrete actions. The term 
most referred to was "improvised." Other partners, working for USAID or the Ministry, who 
appreciate the capability of USAID in responding adequately to sudden or new requests and 
priorities prefer the tern "flexible." Another common observation concerning the on-going 
development of the Project is the lack of participation of other partners of the Fourth Project m the 
major decisions involving both Project components and management. Although the Project 
targeted areas considered a priority by the Malian Government and by the sponsors, it is not really 
a consistent prognun; pieces of the puzzle -- which should be supplied by other donors -- are 
missing, thus limiting the components' influence, and leaving the Project to function without 
adequate complementary parts (e.g. in-service training without textbook distribution, a situation 
fortunately salvaged, at least somewhat, by USAID). 

The context in which the Roject has been evolving from this point on is characterized by changes 
occurring primarily due to political events in Mali. After operating for less than two years, the 
Project witnessed the collapse of the Malian Government by a revolution. Since then, the Project 
has known three Govenaments and four different ministries, with the frcquent new appointment of 
key personnel for the Project. The last two school years also experienced upheaval with schools 
closed for long periods of time. Another element is the slow and heavy bureaucracy of both 
USAID and the Government of Mali. This aspect has been exacerbated in both cases by changes 
in officials in charge of the USAID Mission, often accompanied by policy changes, such as the 
USAID decision to eliminate the stipends and to "rationalize" (lower) the rates of the per diems 
paid to Malians for project-related in-country travel. On the other hand, several participants 
remarked that the h jac t  has had beneficial influences on the environment of the Ministry of Basic 
Education, with the adoption, in particular, of improved management habits by the direct partners. 

The evaluation team asked three fundamental questions concerning the Projmts overall execution, : .- 
(1) What wen the degree and quality of involvement of the various pmners, executives, and 
beneficiaries in the implementation, coordination, and management of the Project's activities? (2) 
Am the c m n t  activities within the framework of the Project? (3) What have been the major 
questions raised when implementing the Roject? Just as for the Project design, decision-making 
concerning the implementation of many activities remained, for the most part, the privilege of 
USAID, which, for example, has the final word on annual budgets and plans, introduces 
management tools, and keeps its veto power for virtually all decisions, This does not mean that 
this privilege has necessarily been abused; on the contrary, it has usually been exercised quite 
judiciously. But the decision-making is felt as unilateral and has been the object of near unanimous 
criticism. Open communication among partners about what USAID can or cannot accept to do, in 
budgetary or strategic tams, is very rare. One question was formulated on several occasions: 



what is the right position between the USAID responsibility to ensure the smooth functioning and 
implementation of the Project and the adoption of an attitude of' direct intervention in the daily 
Project extcution? The rccent nomination of a Project chief-of-party, and the desire expressed for 
several months of transferring the major responsibility of Project management to the BPE 
(Directorate of Education Projects), indicates a significant step towards this kind of openness. 
Concerning unity between Project execution and objectives, the views shared by the various 
participants were rather positive. However, the latter remarked some shortcomings such as the 
apparent opposition to component monitoring of xegionalization by the technical advisors and 
employees, a concentration of activities in the urban centers, and a lack of consistency or 
complementarity between the actions of the various components. 

The Project's influence on the equity of the education system is more evident in the area of girls* 
schooling. The Project's influence is less apparent in socioeconomic disparities, both between 
regions and between rural and urban areas. Problems of low enrollment, of lack of teaching and 
learning material, of insufficient training of teachers, of inadequate support and pedagogical 
monitoring, and of overloaded programs are acute over the whole country. Nevertheless, the 
Project's activities sue concentrated in the four most (relatively, of course) privileged regions not 
far from the capital. Within each ngion, the interventions prove to occur more often in urban than 
in rural areas, and in the relatively privileged communities. Some of the strategies even seem 
entirely inappropriate for the nual axeas in order to palliate various inadequacies; for example, the 
FAEF program, which quires a local capability of gathering same capital, in cash, material, or in 
labor, i.e. all that is less available in the most impoverished rural areas. Another example is the 
effort to strengthen the private education sector thereby penalizing the populations who really 
cannot afford t~ pay for enrollment fees and the communities which are the least attractive 
toenterprizing educators. The same is true with all renovation activities being contingent upon the 
additional fund program, and by not beginning new construction thereby excluding the most needy 
populations, The conditionality limiting the recruitment of new teaching personnel would have the 
same effect. Other sponsors, often endorsed or encouraged by USAID, occasionally address these 
situations -- e.g. the Canadians' taking responsibility for the provisional teachers' salaries for re 
year -- but these actions do not compensate for the absence of a direct participation of USAID, the 
chief sponsor. It is important to stress that social equity is promoted by the few requirements 
which favor fundamental education over secondary and higher education, widening the access to 
basic education at the expense of an education for the elite. However, given the vast need and all 
the other difficulties concerning programmed complementary strategies, it is not at all sure that 
these conditions will have the desind consequences. 

Two major questions concerned the evaluation team regarding BEEP'S qua?ity of the program and 
project execution: (1) What is the effect of the Pmject on the quality of education; and (2) How 
adequate arc the nitaia of quality of education? Although several indicators established by USAID 
to detelmine the level of success reached by the Project -- e.g. teachers trained in OW, the 
bwWstudent ratio, and internal efficiency -- suggest positive achievement, a more thorough 
analysis reveals that the effect on the quality of education is much less evident; for example, the 
effect of more than 7,000 teachers trained in OPO is considerably compromised by a lack of .- 

teaching material, by very variable levels of technical mastery, by school principals opposing the 
use of OFOs, by training periods of varying quality, especially with the cascade mining strategy, 
among other reasons. As far as the adequacy of the criteria is concerned, the evaluation team 
found that the issue of external quality -- the effect education has on the life of a former student at 
work, in the society, and in the family -- has largely been ignored, both in the conceptualization of 
the Project and in the assessment criteria. With the Government's renewed interest in the full 
significance of the education system for the development of the country and for all Malians, this 
issue warrants particular attention. 

Finally, the issue of efficiency may be appreciated at several levels: (i) the effect of the Project's 
pmeduns on its management; (ii) the hjact's impact on the achievement of the indicators; (iii) 
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the validity and pertinence of the indicators; and (iv) the hject 's impact on the Government's 
= initiative of decentralization, and the sustainability of the resuh gained, The team was especially 

interested in the latter. Regarding the effect of the Roject on management, we found both positive 
and negative aspects. As far as the positive aspects are concerned, Ministry officials and 
employees ex ssed more serious attention than many of their colleagues -- especially those 
directly invo P" ved in the Project -- to the process of planning, budgeting, book-keeping, 
management, and training. As far as the ne ative aspects arc concerned, wc noticed the heavy 
bureaucracy of USAID which was added to f e slow bureaucracy of the Ministry, and the lack of 
open communication, as much concerning USAID as the Ministry and the BPE (Directorate of 
Education Projects). As is shown in other sections, the direct impact of the Project, which is only 
one (albeit large) component of the Fourth Project, and which functions parallel with local and 
governmental initiatives, is too difficult to determine. As for the validity of the indicators, apart 
from the need to deepen the analysis of these superficial criteria, the evaluation team identified 
several pertinent factors which are presently ignond but which arc very valued in the learning 
process. In short, one is limited to pedagogical factors in order to address education issues, both 
in the measures and in the strategies of the Roject, which exclude internrentions outside the schools 
that could considerably influence student learning. (The only exception is Girls' Schooling.) 
Finally, regarding the issue of sustainability of the Project's activities, through a transfer of 
technical and management expertise from technical advisors to their Malian counterparts, results are 
mixed. Some components have succeeded very well in that area whereas others appear to have 
failed. For the overall Project, one can say that the Malian Government is progressing well in its 
adjustment to the idiosyncratic systems of management of USAID, quite a feat given the need to 
respond to the various administrative exigencies of the other sponsors. How must the issue of 
efficacy be applied in this situation? 

The evaluation team proposes eight future directions to USAID and the Ministry of Basic 
Education as recommendations subject to discussion and modification with the priorities to be 
negotiated by the two partners. The team took into account the major ideas and wishes expressed 
by the partners involved in BEEP in the formulation of the proposals. The real programming work 
of the following steps belongs jointly to USAID and the Government. As a caveat, we recommend 
that the reader consult the more comprehensive presentation of these proposals in Chapter 5; the 
following explanations arc but a brief summary. 

1. New financing alternatives ought to be considered, both at the level of the 
Project and in specific component areas, such as the FAEF. Three 
recommendations are suggested for the Project: (i) the financing of interventions 
dinctcd outside the schools, including the non-formal education sector, (ii) a more 
careful coordination between USAID -- and the other sponsors -- and the 
Government; and (iii) the change of the Non-Project Assistance program 
requirements to make these more contingent upon the internal actions of the 
Ministry (MEB) rather than on more macro-economic policy. Regarding specific 
areas, we would suggest: (i) clarifying the concept of the basic school, or 
community school; (ii) encouraging specific efforts to benefit community schools, .- 

which would entail freeing the APE from its financial obligation to the Tax of 
Regional and Local Development; (iii) involving schools in other community 
development actions likely to generate resources and sustain actions connected with 
the management of local educational institutions; and (iv) providing direct 
assistance aimed at reinforcing community responsibility conceming strategic 
management and school financing. 

2. The c m n t  efforts on the part of the Malian authorities to clarify the goals of the 
overall education system should focus USAID attention on providing 
assistance to the necessary logistic, financial, and intellectual supports for the 
accunplishment of this task. 
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The evalutltion mission strongly proposes that the Government of Mali and USAID 
be@ serious discussions aimed at four recommendations concerning stmctural 
adjustment: (1) abandon unrealistic, and thenfore unworkable standards; (ii) 
appmpriatcly revise rccyuimnona which ~ n d i z e  basic education; (Bi) authorize the 
recruitment of teachen of basic cducahon; (iv) design new requirements which 
merit collaborative efforts between the sponsors and the Government. 

We strongly su gest, given the equi objectives and their major impact on the f 
and school construction. 

3: broadening of t e educational base, at USAD should finance new classroom 

To support the Government's decentralization efforts more concretely, the 
evaluation team recommends that USAID actively encourage the components in 
implementing plans of re@onalization for the Project's activities and release 
sufficient funds to ensun thrs implementation. 

A Project Steering Committee should be established and have the authority to 
direct, prioritize and monitor BEEP'S activities and ensure its coordination with the 
Ministry's program; 

We suggest that USAID continue its technical assistance program for the 
various components, implemented by advisors, with two fundamental underlying 
principles: (i) to redirect the advisors' and components' terms of reference so as to 
grant primary importance to regionalbation; and (ii) for each individual component 
to seriously examine the recommendations of the present evaluation. The 
evaluators suggest that Project officials also impose four conditions, among which: 
(i) that all partners emphasize the transfer of expertise; (ii) that the advisor's role be 
circumscribed to his or her role as a technician; (iii) that the Project's budget 
contain distinct statements to show the cost of technical assistance separate from 
other Project expenses; and (iv) that USAID and the BPE jointly cany out an 
annual assessment of each advisor. 

Reganling the issue of equity, in particular, the evaluation team strongly 
recommends the extension of the Project to all the regions of Mali. 

The evaluation has undoubtedly raised several shortcomings about BEEP, both in its project design 
and execution. Nevertheless, the contributions realized in all the targeted sectors through its 
development pmgram arc genuine and perceptible. The personal and institutional development in 
the technical and management capabilities is evident everywhere we look. However, a 
communication gap remains between partners, which seems to affect all the areas of the program. 
This problem refers to the communication links between USAID and the Ministry of Basic 
Education (which seems to be improving with the current BPE), between USAID and the technical .- 

advisors (now mon promising with the recent nomination of a chief-of-party), and between the 
various divisions of the Ministry. This situation can be explained to a certain extent by the turmoil 
the Government of Mali has experienced in the recent past, with the Project being juggled between 
the hands of one ministerial official to another. The major impact of this problem seems to be a 
Roject which launches great initiatives but whose effects arc considerably diminished by a lack of 
unity with other actions and a breakdown or a lessening of monitoring by the alleged partners. 
This deficiency must find a solution, and the evaluation team hopes that further discussion of this 
npors and subsequent planning activities will present excellent opportunities for doing so. 
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CHAPTER I 
INTRODUCTION 

A. Introduction to the Evaluation Work 

An evaluator's work is, perhaps, first and foremost, an exercise in humility. His or her main task 
is to make a project mom accessible to those who know it most intimately: the people who 
conceived it, implemented it, and experienced its positive and negative consequences. The 
evaluator may bnng out a new perspective, gleaned from his or her work with similar projects, or 
apply technical ideas associated with a particular expertise. She starts the task of evaluation the 
least well informed of all. And in a very limited amount of time, s/he is expected to conduct an 
objective assessment of a very complex activity containing several nuances, Yet, one can only 
truly expect an evaluator to have gained, at the end of his or her mission, rather global impmssions 
of the situation at a given moment in the life of the activity being assessed. Furthermore, while 
she may attempt to point out a beneficial course to take for the activity to continue, the real 
responsibility for the fine tuning of a new course to be taken will have to be conceived jointly with 
those most directly involved for the long haul, who have to implement and ensum a good outcome. 

In the final analysis, all that the evaluator can really hope to do is to gather as much information as 
possible from the people who have been involved in the pmject, directly and indirectly, and to 
present this information to the decision-makers in a c o k n t  fashion. It is the evaluator's hope that 
she will have put together a few original ideas or expressed familiar ones in a new way, thereby 
helping the decision-makers and the other partners to consider a situation what they have been 
living on a daily basis from a new angle. A good evaluator must above all be a good apprentice 
and a faithful reporter. 

1 

The Evaluation Team. For the present evaluation, USAID/Mali contacted the Education 
Development Center (EDC), to put together a team of three Malians and two expatriates. The 
Government of Mali asked that a fourth Malian be added to the team. The team was as follows: 

Kabine Hari DIANE, Education Planner, Mali; 
Georges GUISLAIN, Specialist in School and Training Programs, Belgium; 
Joshua MUSKIN, Evaluation Specialisfleam Leadcr, USA; 
Issa N'DIAYE, Evaluation Specialist/&Tcam Leader, Ma 
Bintou SANANKOUA, Education Policy Analyst, Mali; 
Cheicknc Hamala SOUMARE, Education Economist, Mali. 

, . . ,. The designation of a mixed team of nationals and expatriates offered the expatriates a number of 
advantages, which helped them to speed up the work and, at the same time, conduct a thorough 
and practical investigation of the major related issues, Specifically, the fact that the team was 
essentially composed of nationals influenced the evaluation along the following lines: .- 

a access to the national offices was easier, and the discussions often proved to be more 
informal and open. 

the evaluation's basic focus was directed more to the concerns of the Government of 
Mali than to the donor's, a consequence which may seem subtle but which should be 
evi&nt thghou t  the text. 

the team's evaluation of BEEP'S activities and procedures was more influenced 
influenced by the knowledge of the system and priorities of the Government of Mali 



than of USAID, consequently, the conclusions and recommendations may have a moR 
practical value for the beneficiaries of the hject. 

One possible drawback which can be linked to the nomination of former officials of the Ministry of 
National Education to the team is a conscious or unconscious bias in their views or conclusions in 
the analysis. Although this outcome cannot be proven, the possibility should not be entirely 
overlooked. 

It is the team's hope that the questions, arguments and method used in the evaluation will show the 
sincere expectations that this work should help to guide USAID and the aovernment of Mali in a 
common -tion to mch the objective of a national basic education system that contributes to the 
overall development of the country. 

Evaluation Design and Implementation. The evaluation began August 2 and lasted four 
weeks, based mainly in Bamako, with field work visits to Koulikoro, Segou, and Sikasso. The 
evaluation was originally scheduled for the month of May or June, which would have enabled 
visits to schools while classes were in session. It actually occurred later which, in the end, proved 
to be only a mild annoyance, since all the evaluators -- especially the nationals among them -- were 
already quite familiar with how the primary school system functions in Mali. The general program 
of the evaluation was as follows: 

Week I. Consultation of basic materials; orientation by USAID, developn~ent of an 
evaluation outline (the team was helped in the prepaxation of the outline by 
Dr. M. Coulibaly from the USAIDJREDSO office in Abidjan); and initial 
contacts. 

Week II. Meetings in Bamako and Koulikoro. Partial synthesis of findings 

Week 111. Meetings in Segou, Sikasso, and Bamako, and continued synthesis. 

Week IV. Drafting of the evaluation lleport and its presentation to BEEP (Basic Education 
Expansion Project), USAID and Ministry of Basic Education representatives. 

An exact list of all the agencies and individuals contacted for the piesent evaluation appears in 
Appendix A. The majority of the meetings were led by the evaluators alone, although several 
meetings were attended by more than one evaluator. The team met regularly to synthesize the 
remarks, focusing its interest on identifying the major themes which emerged from the various 
discussions and on selecting which questions and hypotheses to follow up on at subsequent 
meetings. Although each one of the members was keen on fulfilling his or her specific terms of 
reference, all wen very attentive to the need to consider the overall Project, and the degree to 
which each component complemenred each other, so as to ensure the internal quality of each and 
the collective contribution to the more global objectives of the Project. 

Evaluation Objectives. In the terms of reference for the evaluation, as well as in its initial 
orientation, USAID strongly emphasized the wish for an overall assessment of the Project. It was 
made clear that USAID does not perceive the Project as a series of technical components, but rather 
as a consistent strategy, composed of several elements run together, which will result eventually in 
the i m p m m t  of the overall basic education system in Mali. The basic objectives of the Project -- (i) a better intmal performance of the system and, (ii) better quality for the fundamental school 
in  Mali -- prompted the evaluators to show the extent to which USAID has been able to achieve 
these goals with BEEP. 

In order to focus tfre team's attention better on the overall design of the Project, USAID suggested 
a mtrix composed of seven vertical operational themes and nine horizontal areas of intervention: 



1. Planning 
2. Environment 
3. Implenwntation 
4. Equity 
5. Quality 
6. Efficiency 
7. Futuxe Dmctions 

a. Community 
b. School 
c. Inspactoratc 
d. Regional Bureau 
e. AdministrativeB~u 
f. Bureau of Primary Education 

t . Bureau of Pedagogy . Row Implementation Cell 
i. Departmental Staff 

In this way, the rnaja issues became the Project's design, implanentation context and institutional 
sustainabili~ . By targeting all the hierarchical areas of intervention involved in the educational 
system, bo as implementors and beneficiaries, the evaluation team was led to appreciate 
everyone's input as an actual (and potential) USAID partner in the Roject. 

The team considered this matrix more as a guide than a directive and devoted its time to two 
sepmte tasks in the evaluation of the Project. First, the evaluators realized that they could not 
overlook the various components which constituted the major activities of the Roject: 

In-Servia Training 
Monitoring and Evaluation 
Girls' Schooling 
Community Support 
Management Infarmation Systems 
Managamnt Assistance 

For one, these components define the duties and activities of the Project's technical advisors. 
Also, the Rojcct's budget, management and implementation are entirely articulated around these 
functional categories. Additionally, in the e o n s  and the central adminismtive offices, the Project 
is referred to by the components. Lastly, the Project's sustainability will be defined, at least to a 
certain degree, by these technical areas of intervention. The analysis of these components 
constitutes Chapters II and IJI. 

The first six operational themes wcn used to map out the global analysis of the Project (Chapter 
IV), the second task of the evaluation team. (The seventh theme, Future Directions, makes up 
Chapter V.) The following questions concern the general objectives of the Project: 

Have the inmentions conducted by the Roject helped to impmve school performance 
and the performance of the teachers and the students? 

. . 
Does the Roject xeinforce the capability of the Ministry of Basic Education to manage 
the sector and to ensun its effective implementation? 

An the positive impacts on the system, where they exist, relevant and sustainable? 

At this stage, the main focus of the evaluation is on the design and implementation of the Project as 
a whole ratha than on the various components. 

A third item of the Project, treated separately, is the Non-Project assistance. Out of the total 
Project funding amount of US $20 million, US $3 million wert set aside for quick disbursements, 
to be made after the Government satisfied a series of conditionalities. Two major questions 



concerned both the specialist in the financing and economics of education and the rest of the team. 
First, what has been the contribution of Non-Project Assistance component to the primary 
objectives of the Project? Secondly, what has been the rado between the technical activities of the 
Project (the investment pgram) and the quick disbumment aspect the (the sectoral adjustment 
pio&mm)7 

Methodology: "fourth eneration" evaluation. In, organizing the evaluation, USAID f asked the t m  to apply a " ourth:generationW methodology. Dubbed "fourth generation" because 
three previous generations of evaluation methodologies are identifled -- technical, descriptive, 
judpental -- the methodology emphasizes the need to allow all the partners involved to express 
thew opinions -- decision-makers, implementors and beneficiaries -- about the activity under 
examination. The evaluator serves much more the role of facilitator and reporter than that of 
analyst. His or her particular function is to identify the partners involved and to ask them pertinent 
questions. At the basis of the methodology is dialogue: the aim is to have the various pmers  
discuss together to help them develop a consensual perspective. Therefore the evaluator is less 
inclined to synthesize opposite opinions which could msaquently disappear i i ~  a final report. The 
goal of the "fourth generation" ewluation is to help the many partners reach a consensus, which 
would lead to common strategies for following stages of action, Where a consensus has not been 
reached the task of the evaluator is to articulate the points of disagreement and to suggest strategies 
of negotiation to ensun continued communication and eventual conception. 

As in other situations, however, this is easier said than done, The dialogue between the artners R may be compromised due to several factors -- as in the case of this evaluation -- suc as: (i) 
logistical difficulties in getting the partners together (lack of availhbility of artners or S transportation); (ii) a reluctance by some to speak freely in front of their superiors; ( ) an innate 
politeness which prohibits the criticism of someone or something in front of someone else. In 
short, an open dialogue is a custom which is better exercised when it already exists or needs to be 
practiced; it does not take place on command Whenever possible, the evaluators arranged groups 
to discuss together the various points of the project. The results were generally satisfying. When 
dialogue was not possible, the evaluators simulated this by presenting to different project parties 
the remarks by others individually on the various issues. The difficulties and sholtcomings mated 
through this approach should be obvious. With such a strategy, a consensus is less obvious, but 
one still tries to r\:pmcnt the diffmnt perceptions, whae pertinent, instead of synthesizing them in 
a conclusion which would impose a consensus that had not truly emerged. Moreover, many 
perspectives and important sources of information are probably lacking. Without pretending to 
have remained faithful to the methodology, there was at least an attempt to honor the spirit of the 
fourth generation evaluation. 

The main difficulty for the evaluation team in reaching all those who had been involved in the 
Project came from having to track down former government officials who had been reappointed 
with the many changes of government. The three divisions which are most intimately connected to 
the Project -- the Burcau of Education Projects (BPE), the National Institute of Pedagogy (IPN) 
and the National Directorate of Fundamental Education (DNEF) w m  run by administrators who . - 
had only occupied their positions for a few months. (The same is true of many of the officers of 
the Ministry and other national departments.) In some instances, the evaluation team was able to 
take advantage of opportunities to meet former administrators and officials. (In fact, one team 
member, Dr. N'diaye, was Minister of National Education for the interim government, and other 
members -- Mr. Diane, Mrs. Sanankoua, and Mr. Soumad -- were all members of former 
governments.) Funhamom, especially for logistic reasons, the team was obliged to neglect certain 
key figures who could have supplied important information and perspectives, especially as far as 
the historical background of the Project is concerned. To illustrate this point, perhaps the most 
striking example was the absence of the former head of the National Institute of Pedagogy, Dr. 
Abdoulaye Ky, -- who had had a key role in the articulation of the regionalization strategy 
introduced in the first Project amendment. He also participated in the overall design and 



im~lcmcntadon of BEEP over the firat hncl vem and as the Head of the Cabinet of the interim r . . - - - - . . - - - - . - -  - 

pla ing an important role in the organization and implementation of the Planning 
Conference at S i' linguC. (Dr. Ky was interviewed later and his perceptions w m  included ill the 
final draft of the evaluation.) 

The avtlluators did try to compensate for these absent voices, as well as others, who could have 
brought intmhting contributions to the evaluation, by soliciting perspectives from other Project 
participants, and inmasing "coverage" by distributing the informedon gathering tasks among the 
team members. It is nevertheless very important to mmcmber that this assessment represents only 
a small pari of d l  those concerned as participants or beneficiaries to the BEEP activities. It is 
tkrcfore paramount, for those who will engage in the f u m  RoJect stages to seek to include these 
people in subseq~ient discussions. 

B. The Historical and Political Context in Mali 

After close to a cea of French colonization, the independent country of Mali had to draw up an 
educational system tai otrd to the ambitions of a young sovaeign State where everything =maned 
to be done3 

"r 
In order to satisfl the administrative and management needs of the region, the colonial school had 
established a very basic educational system for the training of common civil servants (intcrpnters, 
office workers, skilled workers) and for promoting the cultural assimilation of Africans. With 
these basic global objectives, the colonial education system was far from able to meet the 
fundamental needs of a newly independent Mali whose economic, political, social and cultural 
development requirements necessitated a high number of competent  executive^.^ Hence the 
necessity of a reform of the strucnm of the colonial school, 

Essentially, the Reform of 1962 had as its purpose the training of a "new individual" capable of 
building a new nation. The general objectives of the Reform were quantitative, as well as 
qualitative, articulated m u d  the following lines: 

quality education for all, 

an education that could supply the counay with a cadre of professianals necessary for 
national development in the shortest time and with the greatest economy of funds 
possible; 

an education that would guarantee an adequate cultural level on par with that of the 
industrialized countries; 

an education based on the cultural values of Mali, yet open to universality; and 

an education capable of decolonizing the Malian mind. 

3 - "llK enthusiasm for the esaablishment of schools led to an uncontrolled construction of classrooms, 
causing a niushrooming of the temporary shelters which an currently the target of renovation efforts. This 
phenomenon of ranrhble  consequence is rot mentioned in the report." (nmarlts of Boubacar Gaye, Head of the 
Training Division of the Nationd Institute of W q p g y ,  [IPN]) 
4 - 7 h e  womprnying measures resulting hwn the policy of exclusion in the schools have not been 
pointed out. 'Ihi was r paject invdving the creaLion of the Cenrer's for Ractical Orientation (COP) which was 
concerned with rhe elwncnu of shoal dropout rates in the fust cycle. 'Ihis system would be even more 
advanegem in w time so limit the flow toward the second cycles." (marks of Boubacar Gaye, Head of the 
Training Division of Ihe National Institute of RAagogy IrpN]) 



Quantitatively, the modern state of Mali had to broaden the base of its educational s stem with an r eye toward democratizing the education system. Everywhere classrooms wen bu It, mniitimes 
thanks to an enthusiasm in "human investment" (i,e. the voluntary contribution b local r pulations of rusources and physical labor) to educate the young and t a c h  the adults to be iterate. E e ambition of the Refom of 1962 was to draw up a develo mcnt plan for schools that would bc 
able within ten years (1%2- 1972) to achieve full enrollment ( P 00%) for Mali's children. Thmfon 
the "fundamental school" was instituted, named thus because it constituted the basis of the system 
and included an initial cycle of five yem and a second cycle of four ears, a total of nine ears 

education level of two to five years, depending on the case. 
r r which were meant to lead to a secondary level education of one to our ycars and to a h gher 

Qualitatively, it was necess to write new pro ms with training components adapted 
specifically to m a t  national an 7 local realities. In 1 $" 60, the enrollment rate was less than seven 
per cent and hardly one out of ten Malians could read or write. Secondary education (the training 
of office workers and skilled workers) was shaky, and higher education was nonexistent, 

In 1964, the fvst conference on education in Mali took place, aiming to reassess the Reform and 
c o m t  its shortcomings. From 1960 to 1964, the enrollment rate had more than doubled, but 
already important problems had started to arise. The rate of classroom construction had begun to 
lose its mornennun, no longer meeting the increasing demand for education of the population. At 
the beginning of the Refonn, the expulsior of students was prohibited in the first of the 
fundamental cycles, but was allowed from 1964 on. At the same time, an examination was 
instituted by the Govenunent introducing selection criteria in the fundamental school at the end of 
the first cycle, which was six years long instead of five (the second cycle consequently reduced 
from four years to three). On the other hand, as regards teacher training, the need for teachers for 
the educahonal system that was set up was such that even massive recruitments, conducted under 
questionable conditions (with programs of inadequate quality), were not able to satisfy the high 
demand at that level. Thus were born little by little the distortions which would eventually 
jeopardize the initial objectives of the Reform. 

In 1968, a new tack was introduced after the military coup; the Ref- of 1962 was simply placed 
in dry storage. Everywhere strict selection criteria were introduced in the system. At the 
fundamental school level, this meant massive dismissals and numerous failed examinations, 
thereby inmasing the misfits of society, depriving them of any other chance, and consequently 
worsening the serious distortions which existed throughout society. 

The 1978 Confmnce painted a distressing picture. Next to the on-going and worsened state of 
disrepair at the foundation of the education system, unemployment became more acute due to the 
trained professionals whose qualifications no longer met the demands of the national economy or 
the labor market In 1984, the state introduced an entrance examination for the civil service. The 
crisis reached its peak then and the authorities closed the schools for two consecutive years. In 
spite of the Confmnce on the State of Education in 1989, from which the most interested partners .- 

(students and teachers) were notably absent, the system continued to deteriorate at an alanning rate 
(drop in enrollment, classroom deterioration, decrease in construction, precarious life and work 
conditions, massive dismissals, numerous failures, severe repression of teachers and students, 
mass emigration abroad, etc.). The 1991 outburst would reveal the weaknesses of the system and 
pave the way to a national debate on education. 

In 1990, after 30 years of independence, the situation was grim. The national enrollment rate 
barely mched above 20 per cent and the illiteracy rate exceeded 90 per cent. From 1987 to 1990, 
the part of the national budget devoted to education gradually demased (to less than 20 per cent). 
The internal imbalance of the education budget was worsened by a lower allocation of resources to 



basic educadon than to secondary and higher education. A crucial political choice appeared: 
whether to commit h l y  to basic education as the sectds primary priority. 

In this context the World Bank intervened with its the Fourth Education Project, introducing a 
series of measurn aimad at radisaibudng the national education budget, giving riority to the basic 
education sactor which they perceived as the foundation of all economic deve oprnenf and social 
well-being, 

I' 
Since then, with a new political R i m  in power, the education sector continues to try to 
emanci ate itself from the shackles o 30 years of abuse and neglect. Although a new cducation R f 

licy as been defined, with an em haeis on the main objectives of the Reform of 1962, its 
Cplementation has not been evident. !hi s eflon was particularly thwarted by the rapid ~acss ion  
of govmment administrations and Ministry officials -- since 1991 -- and by the social events 

that eith" p" 
vokd or were affected by these govvernm4nt changes or upheavals. After the events 

of March 991, and following the agreement betwwn the Oovcmment of Mali and the Malian 
Students Association AEEM), the implementation of the Fourth Education Project (and 
consequently of BEEP) was compromicled; the measures concerning budget restructuring and 
admission to secondary and higher educadon had undergone enormous modifications. During the 
kovernmental transition period (after the 1991 coup), the Government made the decision to 
rnmase scholarships by 75 per cent (executed in two stages, of 50 and 25 per cen,;r) and to accept 
all the independent candidates to secondary and higher education institutions. Tnis decision has 
strongly dsrupted the development of the educational system. To reverse these tendencies, an 
Emergency Plan for the Education Sector (PUSE) was put in place, involvin a neonsideration of 
the administrative, financial and pedagogical aspects of educaam in the new c! e m t i c  mtext. 

The first Government of the Third Re ublic undertook the new challenge seriously, defining 
education as a national priority, as is evi & nt in its desire to design and implement a new R d m  to 
reestablish ihe educational system in Mali. The perspective of a generalized basic education 
system, whose main objective is education for all, was considered quantitatively as well as . However, the application of the Emergency Plan rneasms and the execution of the 
will of the mt Govcmrnent of the Third Republic put the Malian school system into further crisis, 
leading in fact to the Government being replaced. Consquently, the key decision-makers 
currently responsible for the further conceptualization and the implementation of the educational 
n f o m  have not bad the chance to become sufficiently familiarized with their portfolios to master 
them and recstabiish some fonn of management. With the lack of institutional continuity within the 
Ministry of National Education (only recently the Ministry was divided into three separate 
ministries), the possibility to articulate a fm policy for the education sector, with solid consistent 
strategies, has been highly compromised. Relatedly, the capability to incorpomte parallel donor 
activities into national pgrams has also continued to be seriously compromised. 

BEEP, funded and implemented by USAID, was conceived and initiated within the framework of 
the World Bank's Fourth Education Consolidation Pmject, sharing its emphasis on equity, quality, 
and relevance within the system. BEEP subsequently added elements of its own organizational .- 
dynamic which fimhcr compromised its ability to enhance the improvement of the sector. 

C. Description of USAID Basic Education Expansion Project (BEEP) in Mali. 

Project Background. On August 30, 1989, the Project Agreement was signed between the 
Government of the Repubk of Mali and the United States of America. This six-year pmjact is the 
first education project that USAID has undertaken in Mali. The Roject was originally ~oposed to 
the Mission by USAIDlW, who wanted to comply with the request from the U.S. 8 ongress to 
allocate a sizable amount of financial support (several million dollars) to the education sector in 
Afiica. The diFsctw of USAID/Mali and his associates w m  initially reluctant to undertake such a 



project: the ducation sactor was not one with which they wm familiar, and the USAID Mission 
was not mady to undertake a new project of such a large scope, Thm waa no strategy or close 
contacts for education, nor a satisfactory understanding of the S~C~OT. USAID/' did not relent and 
suggested that the USAlD Mission use the Fourth Education Roject mcxlel which the World Bank 
had ust finalid, which the Mission did. Using the World Bank*# a p a c h  of a "hybrid" ymjC*, d 4 d' BE P started out with a non-pro cct assistance component of U $3 million -- accept n the 

million, thmby adopting the basic pm&ram of the World Bank for fundamental education. 
d disbursement conditions of the orld Bank -- and an investment assistance propm of S $7 

The Fourth Education Roject coven the 1989-95 period, with the financial participation of several 
donors. The initial anticipated contributions from the various pro act partners are presented in the 
table below, The USAID allocation has, since then, gone fKrm 1 !I ,52 per cent to 3538 per cent of 
the initial cost of the Project, a total of US $20 million, becornin the second partner of the Fourth &, Education Consolidation h jac t  after the IDA (the World Bank) terms of fiscal contributions. 

b 

Value in US$ million 
Quick Disbutscment Investment 

Donors' Part 
PARTNERS Component Component Total (%) 

IDA 
USAID 
FAC 
NORWAY 
ACDI 
PNUD 
STATE OF MALI 
COMMUNITIES 

In the first financial agreement between USAID and the Government of the Republic of Mali, 
USAID involvement was renegotiated in order to emphasize the following points: (i) improvement 
of the efficiency and the relevance of the basic education; (ii) reinforcement of the pl~aning and 
management capacity of the education system; and (iii) impmvanent of the quality of the teaching. 
In the Non-Pmject Assistance component, USAlD is ranked among the few partners who have not 
yet canceled their expected donations. 

Unlike the World Bank, which has canceled its Non-Project Assistance component, USAID is then 
represented as a portnet for the expansion of the education in Mali, and not as a sponsor of hie 
education system. USAID continues to seek ways and means to continue its efforts in the 
education sector. This gesture is greatly appreciated by the Malian authorities, who ask them to 
persuade their *peers to stay involved in the Fourth Education Project. Being present in the field 
with a full management and technical presence, (unlike the World Bank), WSAID is attempting to 
appreciate actively the efforts and especially the desires of the Government of Mali to implement 
the conditionalides of the Non-Project Assistance, in spite of the unpredictable and violent 

I reactions from high school and college students, in particular. USAlD has approached the World 
Bank inviting it to take into consideration the current context in Mali when planning its further 
involvement in the sector. 



As far as the investment component is concerned, BEEP has achieved some mrnarkable efforts, 
compensating In certain areas for the World Bank's abandonment of some of its original 
commitments and responsibilities; e.g.: (i) the acquisition and distribution of school manuals 
originally slated to be funded and managed by other donom, and (ii) an increased intervention in 
the area of classroom renovations. Overall BEEP has achieved an absolute total financial execution 
of 78.96 per cent of its expected activities. In other words, 78.96 cent of the US$20 million 
of the Project funds have been spent or formally engaged in the t four years of the six-year 
Project. 

E 
At the mam level, according to the midterm assistance plan drawn up by the Gwmment of Mali, 

uirements for total outside assistance were projected to be: (i) US $546 million in 
the 1989; (ii) ? U $443 million for 1990, and (iii) US $421 million for 1992. Some disbursements 
were expected as existing loans which would cover about 17 per cent (US $239 million) of the 
outside assistance required. (The mdit adjustment component, proposed for the adjustment of the 
education sector and the joint assistance was US $12 million.) 

It should also be pointed out that as regards the overall plan that since 1990 the Government has 
e n t d  a new phase involving the re-equilibration of the fundmental orientations of the coun 

P g education system. Indeed, the education system in Mali has undergone several hases: (i) 19 
1968: the nationalistic policy phase in education, centend around the Reform o 1962; (ii) 1968- 
1989: the political revisioning phase of the Reform of 1962 and the lack of effective policy; and 
(iii) 1990-present, with donor participation starting in 1989, a so-called phase of =balancing of the 
fundarnen tal orientations of the education system. This objective constitutes the backbone of the 
Fourth Education Project, and consequently, of BEEP as well. 

Having adopted the underlying principles and several of the functional elements of the Fourth 
Education Roject, it became necessary for USAID to articulate an operational strategy, to set up a 
management and implementation framework, and to establish formal mlations with the Ministry of 
National Education. Not able to adhere to the usual project design process, due to the unusual 
manner in which the initiative was embraced (basically imposed upon the Mission by USAH)/W), 
the USAJD Mission started gathering the necessary elements of a surprising pace. The PAAD was 
completed 'ust two months prior to the agnement, but the Project Paper (PP), usually authorized i! prior to a inal agreement, was completed later in November 1989. Two months also elapsed 
before the project administrator for the USAID Mission, Mrs. Chahine Rassekh, was selected Dr. 
Freda White Henry, the Education and Human Resource Development Officer, was hired over a 
year later in January 1991. Project implementation did begin almost immediately with the technical 
consultant for teacher training hired directly by USAID, and a "buy-in'* contract was negotiated at 
the same time with the ABEL Project, a central project of USAIW. This kind of arrangement 
was seen to be preferable to a bilateral agnement, which is typically time-consuming in its design 
and initiation. The ABEL Project eventually nominated and placed three permanent advisors 
between August and October 1990. The remaining advisors were engaged between the end of 
1989 and the savt of 1991, contracted dinctly by USAIDjMali. 

. .. 

Thm was supposed to have been a chief-of-party for BEEP, but the position was canceled by a 
mutual agreement between USAID and ABEL. This function was consequently taken ova by the 
Project Officer of the USAID Mission. The chief-of-party was meant to serve as coordinator of all 
the technical oonsultants associated with the Project, whether contracted by ABEL or USAD. In 
this capacity, slhe would supervise the daily management of activities, take can of logistics, and be 
responsible for other administrative details. Furthermore, she would serve as a go-between and 
representative for the technical advisors, as well as for the components that they are assisting, 

s - The "boy-in' is a contract which enabks a USAIDtW mission to participate in a pmject sponsored and 
funder by U S A W  -- here, ABEL (Advancing Basic Education and Literacy) Project -- by using it own pject 
hmds. 



befm decision-makers at USAID and the Ministry of Basic Education. This way, a chiefsf-party 
would have freed USAID Project staff from the smaller details of the Pro ect so that they could 

K 4 have concentrated more on the larger questions and the overall pro am. ithout a chief-of- arty, 

f 8 the small details pertaining to mana ernent and monitoring fell on e desk of the Project Of cer at 
USAPD and her advisors. Accord ng to the Project's technical advisors, this situation has also 
contributed to removing them further from participation in thc decision-making rocess and 
conceptualization of the Project. Without a chiefsf-party to help ease the misun c r  erstandings 
between the technical advisors and USAD on the one hand and between the advisors and other 
departments of the Ministry (i.e outside of any particular Project component) on the other, the 
technical advisors described this aspect of their work as typically strained. 

The unusual start of the basic education assistance mgrarn seems to have had two major P consequences on the eventual articulation and design o the Ro ja t .  First, it was not possible to 
articulate a coherent strategy for USAID's intervenaon in the sector. There were no "log-frame,'* 
no indicators, and no comprehensive project design. Con uently, the USAID Mission never 
established a strategic agreement with the Government of ali by which to establish direct 
complementarity between the USAID Roject and the Malian Government's education sector 
initiatives and programs. (As was explained in the pvious section concerning the Malian context 
in which the Project developed, them are other reasons which may explain wh then was such a K lack of coordination.) As a rule, the Fourth Education Project reflected fait fully the sectoral 
priorities of the Ministry. Given that (i) USAID took responsibility for only part of the strategy 
and (ii) the World Bank and the other donors, along with the Government of Mali, abandoned at 
least part of their various original obligations, the Fourth Project ended up being fragmentary; 
contributing further to the limited complementarity of the strate@ components undertaken by the 
various donorsa7 USAID has tried to pick up some of the missing elements of the Fourth Project 
such as the distribution of school books, either left out in the ori 'nal design of the larger project 
(by the donors collaborating under the auspices of the World B mf' ), or the abandoned by the other 
donors (and by the Government with the 199 1 events and after). USAID also attempted to enlist 
the participation of other donors (such as Germany, Switzerland and Canada) to support various 
elements missing from the larger reform program. However, these efforts did not always 
constitute an education nfom program that was fully consistent with the origin~l Fourth Education 
Project's model. 

The second consequence of this somewhat haphazard beginning is considered by many of those 
involved to be the seeming thrown together nature of the Project's organization. As in the 
development of the strategic pmgram, certain elements of the Roject were implemented at the same 
tim that they were being designed and organized. This seems equally true for the technical 
assistance, the formal relations with the government, the logistical design of the Project, and the 
management and monitoring of the Project's activities by USAID. After four years of project 
implemntation, USAIDMali mpresentatives, the technical advisors and the people involved in the 
Ministry have all stated that the Project is still seeking a balance between its management and its 
operations. There has nonetheless been considerable progress associated with the Project, which 
all the participants - USAID, the Bureau of Education Projects (BPE)e, and the technical advisors .- 

-- attribute to the efforts and great determination of those who art responsible for implementing the 

6 - The log-6rme, or logistical framework, is a planning mechanism used by USAID, which pnscnts the 
objectives, suatcgics m d  evaluation indicators d a project. 
7 -- "...despite the lack of  analysis, the evaluators assert that the World Bank 'abandoned' a part of its 
obligations, without stating what was ab9ndmd. (Note: if by this it is meant that the World Bank abandoned its 
supervision oblilptians, I... [might] a m .  But in terms of Project preparation, I think the World Bank was 
cxamely fhmugh.) (nmarls of  Sam Carlson, Human Resources Emnomist, World BanlJMali) 
8 - 'Ihe Bllreul of Education Projects is the ministerial agency nsponsible for the management of all the 
pmjects furancad by h e  fonign donors for the WI~ of the education sector in Mali. 



Project; an assessment also shamd b the evaluation team. Nevertheless, negative effects have 
surely been felt, as will be shown in t il e following sub-sections. 

The adjective most commonly used by the many various participants when referring to the Project 
is "improvised." This term applies equally to the development of the Project's strategic program 
and its management. Even though it ma not always be a valid characterization, the impression 
that the Project has taken shape in fits dstarts,  as it was bdng implemented, remains stfang both 
on the eyes of its implementors and on its intended beneficiaries. The first important 
"improvisation*' was the initial fitst Project amendment, signed in August 1991, whmby USAID 
added US $5 million (a 70 per cent Increase) to the investment program, a fourth region and an 
im rtant strategic initiative, that of re *onalization,@ A second amendment signed at the end of 8" 19 1 added US $5 million more to t %' is amount for the ]Project's, activities, representing an 
increase from the original amount of 140 per cent even before the Project reached its mid-way 
point. 

Initially, as was indicated earlier, the total cost of the Fourth Education Project was estimated at US 
$56.2 million for the six year span, of which US $20.8 million was set aside for non-project 
assistance. The Project was to be financed with 46 per cent funding from the World Bank (IDA) 
and 16 per cent of the total by a group of bilateral donors (USAID, Norway, FAC and ACDI). 
Furthemme, USAID, FAC and PNUI) (United Nations Development Program) would contribute 
up to 12 per cent to the investment program to be matched by contributions from local 
communities. The USAID initial input, US $7.6 million, or 18 per cent of the total, was part of 
the global assistance from the United States, of about US $10.0 million, of which the remaining 
balance would be used for complementary activities not defined at the time the Fourth Project 
agreement was signed. This supplemental contribution expected from the United States is related 
to the signing of the amendments subsequent to the BEEP agreement. 

The term "improvised," used to characterize the conceptualization of the Project, is not meant to 
question the value or the contribution of tk various strategies added with the Project amendments. 
To the contrary, the incorporation of s c v d  subsequent actions turned out to be very important for 
the Project, as well as for the efforts of the Government. For example, the articulation of the 
regionalization objective of the BEEP interventions constituted a relevant complement to the 
decentralization imtiative already undertaken by the Ministry. Another example is the addition of 
the Koulikom region among the anas of covered by the Project, thenby adding 366 schools of the 
first cycle to a region which had not benefited formerly from any particular assistance. 
Furthermore, the need to introduce amendments had been anticipated and planned since the 
Roject's inception, with the initial level of financing set in the original agreement meant to cover 
only two years out of the six years. Besides, these two amendments defined priorities and 
strategies which had not been established originally. 

The management, planning, and implementation of the various components of the h j e c t  were 
gradually put in order, through the collaboration of the Bureau of Education Projects and the 
technical advisors, in order to establish systems and ptrocedurcs of operation. In March 1992, the 
ABEL Project, after a USAID request, himi a Yroject administrator to ensure the coordination and 
the logistical management of the technical assistance program. In September 1993, USAID plans 
to select a chief-of-party for BEEP. Among all the imporuurt developments raised concerning the 
hject, only one rivals that of the first amendment and it is the only one that has been discussed by 
all thc partners: the USAID change of policy concerning the per diem. Finally, USAID is in the 

Q -- USAID s u m  the ngionalization of the national education system with the aim of increasing the 
technical and mvairl qmcities of local administmom to manage, monitor and support the educational activities of 
&sir zones Tbe god is m orient BEEP'S p a ~ ~ o m s  and actions toward the regional agencies and activities. 'his 
SQBtCgy acts as 8 cunpkment to and in support of Ihe decentralization policy instituted by the Govcmmcnt designed 
to divest a gnaaa opartiorrrl and managerial nsporrsibility to the level of the regions. 



mess of suggesting a third amendment to the Oovcmrnent of US $1 million, which the Ministry 
Ras not accepted as of yet.  his is more a lass an uxount of the ~o wt's situation after four d years of implementation as found by the mid-term evaluation mission in ugust 1993. 

Project Goals and Objectives. The official goal of the Project, as given in the assistance 
agreement, is the following: 

The bject's goal is designed to inmasc rural household production, productivity and 
incomes. Education is considered a mcid element in the national dm1 ment program 
since it endows its citizens with the tools they need to become better prc%ccrs. (para. 
1II.A) 

In the same document, five reasons an given for choosing to focus on the efforts of the 
fundamental education, especially on the Arst cycle: (i) the importance of the sector for the national 
development; (ii) the possibili to -!I the majority of the Malian pulation, especially in the 7 P" most impoverished zones;lO ( ii) this is the poonst cycle, financial y; (iv) statistical tendencies 
show a decrease in productivit and uality; and (v) a decision of the Oovernment of Mali to 
promote practical instruction in X l s  cycle. 

In the first amendment, a complementary goal has been addcd which spells out the more practical 
a operational aims of the Project: 

At the end of the Project, the Mi~scry of Education will be able to pvide h e r  eficiency, 
equity and quality in primary education. The Ministry of Education environment will be 
improved wth a new knowledge of management, an a iation of the importawe of goal 
definition, and a programming of their implements on through a move rationake use of 
resources.(p.5) 

r 
The objectives and strategies seem to be close to this formula: 

1. to impFove the internal functioning of the fundamental school; and 

2. to improve the quality of the teaching; 

A third one was added with the third amendment: 

3. to decentralize the technical and administrative control of the schools towards the 
regions and the communities. 

In order to monitor and test the realization of these objectives, USAID initially established three 
indicators, to which eight wen subsequently added: 

1. The number of students graduating from the sixth grade must increase (from a base of . - 
19,379 in 1989 to 50,600 in 1990); 

2. The total number of students in the first cycle must rise (from a base of 31 1,873 -- a 
rate of 22.16 per cent -- in 1989 up to between 485,289 and 528,000 -- 3 1 per cent -- 
by 1995); 

10 - "W] is not exactly wmct The zones of the Fourth Rojcct an not the most impoverished of the 
counby, quie the auurary. As a m a w  of fact, this is a cumnt bone of contention." (remarks of the Ministry of 
B h c  Ellrtion) 



3. Girls' participation rates in the first cycle must increme (from a base of 115,300 -- 
16.66 per cent -- to between 183,779 and 20,000 -- 22 per cent -- by 1995); 

4. The number of teachers and other educators who have taken a training course in 
teaching methodology and of school/class~~om management must inmase (from a base 
of zero in 1989 to 5,500 by 1995 -- already achieved in 1992, with 6,170 teachers 
having benefited from in-service training); 

5. The ratio of students per teacher in a classmom must be lowered (from a base of 51 in 
1989 to 35 by 1995); 

6. The repetition rate in the first cycle must be lowed (from a base of 30 per cent to 10 
per cent by 1995); 

7. The number of school books per student must increase (from a base of three students 
per book in 1989 to two manuals per student by 1995); 

8. The use of school books, both by the teachers and the students in the classroom, must 
increase ( h m  a base of 10 per cent of all classrooms in 1989 to 50 per cent by 1995); 

9a. The pcmntage of the budget allocated to the education sector must increase (from a 
base of 25 per cent in 1989 to 27 per cent in 1995);lf 

9b. The percentage of the budget allocated to the first cycle of education must inmasc 
( h m  a base of 38 per cent in 1989 to 45 pet cent in 1995); 

10a. The Pant's Associations' contributions to impmving the school infrastructure must 
incmsc (from a base of 20 per cent in 1989 to 40 per cent in 1995); 

lob. The numbcr of classmoms in the zone covered by the Roject must increase (from a 
base of 7300 in 1989 to 9450 in 1995); and 

11. Student pcrfonnance in reading, writing, and arithmetic in the second and fifth grade 
must be impmved (from a base of 44.4 per cent in 1992 to 75 per cent in 1995). 

Organization of the Project. The indicators give a clear picture of the major strategies which 
make up the Project. These are organized operationally in seven components, the first six 
constituting the investment program: 

In-Service W i n g  
Girls' Schooling 
Community Support 
Managamnt Assistance 
Education Management Infarmation Systems 
Monitoring and Evaluation 
Quick Disbursement -- Non-Roject Assistance 

There is one technical advisor for each component of the investment program of the Project. The 
f i t  three components -- In-Service Training, Girls' Enrollment and Community Support -- are 

11 -"The i n t e g m b  of  all the annexed budgets and special account. into the national budget; Ihe base of 25 
W a r t  a p e d  to in 1989 is lowed to 18 percent It would involve, hen, a target of 20 pacent in 1995 instead of 
27 percent It's impamnt to runember that the new poporcions involve the same level of effort as the old 
poportioru, con#nu the Education Sector Adjustment Rugram" (emarks of the Ministry of Basic Education) 



directly hind b USAID/Mali; the others are part of the contract with the ABEL Project. In April 
1992, the ABE r, Project hired a Pro ect administrator to serve as a logistic coordinator for all the 
consultants; however, he can only d rnance the o rations of the three permanent consultants (and 
the temporary sho~~-tcnn consultants contracted gC y the ABEL Roject. (An attempt was made this 
year to put all the consultants under the umbrella of the ABEL Project, but it did not work out.) 
All purchases of equipment or material for the Project's activities remain under USAID 
management. Thmfore, the administration of the h jec t  is constituted by three distinct elements: 
(i) the permanent and tempomy technical assistance provided by the contract with the ABEL 
Project; (ii) the permanent and temporary assistance contracted directly by USAIDIMali; and (iii) 
the purchases in material and equipment by USAID/Mali, for the Project as well as for the 
expatriate consultants. As the Project's administrator pointed out to USAID, this system 
necessitates numms Fmject Implementation Letters.12 

Each consultant is meant to work closely with a Malian counterpart at the Ministry, which is the 
case for all the components except for the Management Information Systems. The component 
activities are scatted throughout the Ministy's subdivisions Pccading to the area of intervention: 
In-Service Training is under the auspices of the National Pedagopcal Institute (IPN); Girls' 
Schooling is under the National Directorate of Fundamental Education (DNEF); Community 
S u p p  under the Bureau of Education Projects (BPE); the Management Assistance under the 
Regional Education Bureau of Koulikoro; Management Information Systems is under the 
Directorate for Administration and Finance @AF) as well as the Planning and Statistics Cell (when 
it is in operation); and Monitoring and Evaluation under the National Pedagogy Institute (IPN). 
USAlD officials and the technical advisors have all pointed out the importance of this distribution -- physically and institutionally -- of specialists throughout the Ministry so that they can facilitate 
the technical supervision and execution of the Fmjcct's activities. This supervision, however, 
seems to nrnain in the hands of the Malian staff dinctly involved in the Project; accarding to all the 
partners, the himhical administrators always stay a certain distance away from the monitoring 
and the supervision of the technical programs of the Project. 

The administration of the Project is intended to be assured by the Bureau of Education Projects 
(BPE). This bunau wa5 established in July 1986 to manage donor activities and finances attached 
to the education sector in Mali. In the plan of the Fourth Education Pmject, it was anticipated that 
one expatriate consultant (from the French Fund for Aid and Cooperation, FAC) would be 
appointed to the board of the BPE.13 After a lengthy discussion, according to USAID, the 
Government finally a p e d  to hire this person, who worked thee for only one year; there was no 
replacement. The absence of a technical advisor at the BPE explains, in great part, according to 
USAID, the difficulties in establishing sound structures and efficient systems of management and 
finance for BEEP within the Ministry. Besides this lack of technical support and the absence of 
someone's direct and regular participation, whose main priority is the transfer of the Project's 
managemsnt mpnsibility to the Bureau, other preoccupations have preoccupied USAID and the 
Government. Hopefully, the progress made to date will be validated and speeded up by the new 
Team Leader. 

The improvement and the ninforcement of the financial and administrative management of BEEP'S 
activities, for the BPE as well as for the ABEL Project, an prmquisites for the alleviation and the 
decentralization of the implementation of the programmed activities. They can diminish the 

12 -- A Project Impkmenration Letter is a USAID omcial document authorizing the implementation of some 
~ i f i c  elancnts in an &id agreement. -- "Concaning the management of the Project, the evaluation did not find out why the USAlD component 
did not nspect he sy~ua anticipated in the agreement protocol. Indeed, it is expected that the Bureau of Education 
Rojccrs will autbariae the plan of action and the budget for each component and will manage the financial 
implementation ol he activities. The practice is quite different. How is hat?" (remarks of the Ministry of Basic 
m c a h )  



excessive centralization of the Project management at the level of USAID. The most promising 
actions to accom Iish this coordination and management in a more efficacious and efficient manner 
are to be card at' out by the BPE: (i) mom formalized communication and integration with the 
o rational departments of the Minisay; (ii) a more defined role in the articulation of the propun P o the National Education Reform, and of the various donor and partner interventions, and (iii) a 
more formal status as regards the implementation of the Ref-, with the direct, and practical, 
authorization by USAID and the Ministry Cabinet's; and as ~ g d s  the ABEL Project, (i) the 
coordination of all its technical advim together under a single su rvisor, (ii) only one person P" overseeing all technical assistance, with the appointment of a Mal an counterpart, probably the 
Dinctor of the BPE; and (iii) the final articulation of procedures and a schedule for the management 
and budgeting for the Project by USAID, prepared jointly with the BPI!. 

The ideal for BEEP would be to give entire responsibility to these two institutions -- BPE and 
ABEL -- f a  the Projact's management and implementation; thii would then delimit the roles of the 
Ministry (xepwssnted by a Steering Committee) and of USAID to the articulation of policies and 
major strategies, and monitoring of the Project's implemcntadon. The Ministry s failure in 
providinf such guidance to BEEP and the Fourth Project can be explained in part by: (i) the 
Ministry s preoccupation with the practical management of the school crisis, such as the 
resumption of classes, prerequisites to the o ration of pedagogical activities (and of BEEP'S k" activihes); (ii) the succession ministerial of icials; and (iii) the routine unavailability of some 
officials in the Ministry's key sM. However, the imgularity of mixed meetings p t l y  ham@ 
the pursuit of BEEP'S activities, especially in the articulation of policies and priorities, as well as 
any complementarity with the program of the National Education Reform, decision-making, 
implementation of programmed activities, and of monitoring and suitable readjustments of current 
activities. 

As regards BEEP, BPE had a two-fold responsibility: (i) authorize the plan of action and the 
budget for each component for submission to USAID, and (ii) to manage the financial execution of 
the Project's activities so as to help ensure proper execution of the programmed budgets. 
Nevertheless, according to several participants, this system has only recently begun to be realized. 
During the first t h ~ ~  yem, the Bureau served basically, to use the term coined by the assistant 
director of the BPE as, a "mailbox" for the Project. It had no real management function since 
USAID was in control of everything. The activity expenses were paid by one of the consul!mts 
for the ABEL Rojdct, and the BPE was informed only later of the decisions and activities that had 
already been implemented. In the final year, it is worth pointing out that great efforts w m  made 
by both USAID and the BPE to rectify this situation; the Bureau's work is much more in keeping 
with the initial design. 

USAID staff describe the following modus operandi for the articulation and the approval of the 
plans for the various components: (I) the consultants and advisors suggest an action plan; (2) the 
consultants discuss the individual component plans with USAID, i.e., the Education Development 
Officer and the Project Officer, (3) the plan is then presented to the director of ihe appropriate 
technical division at the Minisay for formal appmval; (4) the plan is presented to the BPE for final 
ministerial authorization; (5) BPE presents the plan to USAID for the final authorization of the 
program. The psentation of a global plan for the overall Project is new. Before the 1993 plan, 
each component presented their plans and budgets individually and directly to the BPE, which 
transferrad them to USAID. All the consultants meet monthly with their Malian colleagues, 
USAID, and, mom recently, with a representative of the Ministry's Cabinet to discuss the Projects 
recent and f u m  activities. 

However, this is not the only way the Government of Mali can contribute to BEEP. For example, 
financially, the Govanment's input is covered by Malian counterpart funds assigned to Project 
actions. As far as the special budget for the investment is concerned, this counterpart contribution 
was always taken into account by the Malian authorities. On the other hand, the Malian 



Government assums assistance to the different technical components of the Pro ect via the i' participation of the Ministry's national directorates (staff and lo~istics). The Ma1 an staff arc 
directly involved in the Project's activities. The BPE provides help regardin BEEP'S B administrative and financial supervision. Office space and staff arc made available to EEP and 
constitute the operational body of its initiatives. The integral contribution of the Malian 
government is also evident in the complementary roles laycd by the Ministry and its departments 
concerning BEEP'S actions. For example, the modu f es presented by the In-Service Trainin 
component arr: conceived by tho National Institute for Pedagogy (JPN). Furthennon, the FA d 
component actions and the Girls' Schooling go hand in hand with the initiatives designed and 
implemented by the divisions of the same name at thc Ministry. 

It is also important to remember that the Commissariat for Administrative Reform, together with 
USAID, undertook actions favoring the reinforcement of decentralized structures of education. 
Studies klative to these activities, fi-meed by USAID, an currently being p n p d .  

Two years remain before the Project comes to an end The nomination of a chief-of-p for 
technical assistance has just been made after two yurs with none. To date, the contract 3 the 
ABEL Project is ending in December without a decision from USAID to extend the Project. 
USAJD has recently proposed a third allotment of US $1 million to the Minisay to support the 
activities of two American NGOs in the field of alternative education. The Mirusby has not yet 
accepted t!!s activity. The remaining two tranches -- US $2 million -- on the rapid disbursement 
account which USAID has still refused to authorize. For the investment component -- US $17 
million -- only US $650.000 have not been used. 

This mid-term evaluation is being made after four years of implementing a roject which has 
undergone unusual circumstances. The evaluators were asked to sum up the ? mt few years at a 
time when USAJD is thinking of a new phase for BEEP. and especially to articulate a constructive 
criticism of USAID efforts in the educational sector in Mali. Which imtiatives should be continued 
or canceled? What modifications should be made? What innovations should be considered? The 
present document hopes to have sufficiently grappled with these questions to help illuminate a 
common path for USAID and the Government of Mali so that they can make impvements in the 
area of education for the Malian people. 



CHAPTER I1 
NON-PRO JECT ASSISTANCE 

A .  Agencies and Individuals Consulted: Identification and Description of the 
Process 

The evaluation of the BEEP'S Non-Project Assistance Corn nent is based on the "fourth 8" generation" evaluation methodology. Its aim is to gather an synthesize the opinions of the 
principal figures -- policy-makers decision-makers, implemntors --, partners -- technicians, 

nsors and other donors -- and the beneficiaries -- communities, APEs, students, educators -- of 
g ~ a l i  school system with ngad to the irn leantation of the Non-Project Assistance, its futun 
concerns and the overall BEEP effort. In er to do so, the evaluation proceeded in the following 
InanneT: 

J 
the gathering and analysis of texts and documents that were relative to Non-Project 
Assistance management, and the overall BEEP, and 

meetings with the policy and decision-makers, the donors, the beneficiaries, the APEs, 
the school and project managers, set up (i) in the form of seminars to gather the general 
information; and (ii) as meetings with individual specialists to gather complementary 
information. 

The range of the evaluation included both the central Ministry structures and the decentralized ones 
of the zones covered by the Project (District of Bamako, Koulikoro, SCgou and Sikasso). 

The table on the followin? page provides a presentation of the various individuals and agencies 
dated to Non-Roject Assrstance, BEEP and the sectorial adjustment consulted on the basis of the 
methodology just &.scribed. 

B. Objectives 

Two major objectives stand out of BEEP'S economic evaluation: 

1. To analyze the role played by Non-Project Assistance in carrying out BEEP'S 
objectives and to identify the concerns, in relation to Non-Project Assistance and 
BEEP'S strategic operations; and 

2. To find strategies and policies which should improve BEEP'S financial operations, and 
in particular, a cost rationalization. 



Evaluation Target of the Non-Project Aesiutance Component 

Nature of the Agenciea 
and Individuals Consulted Agencies and Indlviduala Consulted 

1. Polidcal Decision-Mnkcrs - Ministry of Baak Educadm - Ministry of Secondary Education - Ministry of Higha Education and Scientific Research - Ministry of Finance, Economy and Planning - Ministry Delegate to the Budget - USAID Mission in Mali - Economic Refam FmgmdUSAID in Mali 

2. Non-Project Assistance and - Administration and Finance 
BEEP - National Institute of Padagogy/ME!B - BEEP'S Technical Advisors - BEEPIUSAID Managers - DNB 

3.Otker Partners - National Bank - Canadian Em'mssy (Bamako 
- French Mission "&q&ation" 

4. Beneficiaries at school and 
community levels - P a n t  Teacher's Association (APE) 

- High School and College Students - Teachers - Private Donors 

5. School Administration - ~ational~Dhctorate of Rimary Education - National Institute of Padagogy - Administration a d  Finan& Dinctmate 
-,Bunau of Education Projects 
- National Dinctorate of Literacy and Applied Linguistics - Regional Directorate of Education - Inspectorate of Primary Education 
- School Board 

USAID oriented the present assessment of the Non-Rojcct Assistance component along the 
following lines: 

1. the government's capacity and achievement in meeting Non-Pllbjcct Assistance 
conditions; questions ngarding quick disbwsernents (both in institutional and 
budgetary tams); 

ii. the sustainability of the hybrid program initiatives and their impact (in tcms of 
cxwllcnefit); 

iii. drt altanatives to tinancing primary education and the continued existence of Non- 
Project Assistance to the sector; 



iv, the significance and the limitations of the combination of Non-Roject and F'rojcct 
Aesistanoa; 

v. the ~elevanca or the objacdvea and terms of Non-Project Assistance in the cumnt 
context of Mali. 

As far as BEEP's financial management is concerned, the terms of reference for the present 
evaluation focused on the following issues: 

I. the cost/benefit ratio among BFBP's various activities; 

ii. BEEP'S financial operation pmcedms, the immediate procedures in particular; 

iii. the trends indicated by the education expendim indicators; 

iv. the problems linked to the financial implementadon of the Project and the sector 
concernad; 

v. the efficiency and pndictabiiity of BEEP's operating proceduns and framework; 

vi. the impact that BEEP's progmn initiatives and activities have had on primary 
education in Mali, in terms of costs and benefits; 

The agencies in Mali involved in Non-Project Assistance implementation were identified equally 
within technical deparrments in charge of national education and other departments of the Ministry, 
as well as staff or partners involved in school management or in monitoring the structural 
adjustment pmgram. These are: 

Departmental Staff of the Ministry of Basic Education 
Departmental SWof the Ministry of Higher Education and Scientific Resewh 
Administration and Finance Dimctorate 
Departmental Staff of the Ministry of Secondary Education 
Bureau of Education Projects 
llmimratc of Regional Education 
National Institute of Pedagogy 
Inspectmtcs of Fundamental Education 
National Dinctoratc of Fundamental Education 
Schools 
Departmental Staff of the Ministry of Finance, Economy and Planning 
National Budget B m u  
National Tnasury Bunau 
Central Bank of the West African States 
Parent Teacher's Association (APE) 
Local Dcvelopnent Committees 
Cdkge and High School Students' Association of Mali 
National Union for Education and Culture 
Fedaatian of National Education 

C . Description and Basis of Non-Project Assistance 

In 1989, the Confance on the State of Education (Eta& GIn I ruu & I'Education) painted a harsh 
diagnosis of the state of the education in Mali -- the broken-down conditions of the schools, the 



lack of efficiency in the s stem, the lack of teaching methodology, etc. -- and advocated the X broadening of tha base of a cducation aystem thmugk the introduction of several components, 
ruch a8 In-Service Training, Monitorin and Bvaluation, Community Support, Management 
Informadon Systems, and an incream in G f rls* Enmlltnant. These objecdvos are in apcmcnt with 
BEEP'S primary objectives, such as tha im rovement of uality, efficiency and equity in the 
educational system of four regions in Ma1 (Koulikoro, ikasso, Stgou, and the District of 
Bamako). 

P I 
In a letter to the president of the International Development A81pociation (IDA) dated April 28, 
1989, the Ministry of National Education highlighted the 4ovemment's intentions to implement a 

pY"' of sectorial adjustment. The Oovernment of Mali thereby wished to secure a profit from 
the nvestmcnts which were to be carried out thmugh the framewmk of education consolidation. 
These investments in turn would he1 restore the balance of the system through a broadening of the 
base as well aa providing better qu d ty education and i r n p v c d  management of human resources. 
To reach these oals, the Government had already undeitakan a number of measures, such as the 

e 4 closin of the ' ntemats," (boarding schools) in 1983; the damclse in the scholarship amounts 
from FA francs 3.8 billion in 1985 to CFA francs 3.0 billion in 1989; setting up a public service 
competitive entrance examination for the civil service in 1983 and encouraging voluntary early 
ntirement in the system in 1987-88. 

The credit adjustment component of the International Development Association suggested an 
adiusmena of the education sector with the -financing from sponsors and donors to the sector of 
US $12 million. For this component of the Fourth Pro' t, called the Education Sector Adjustment 
Project (PASED), the USAID grant was to be U k $3 million (or 25 percent of the global 
Adjustment component) to be sup lied in three installments of US $1 million each. Some 
sponsors and donors were name J' in the Education Sector Adjustment Project to justify 
disbursenmts in favor of the national budget. The disbursement of the last two installments 
(second and third installments) that have not yet been allocated are contingent upon the satisfaction 
of a numk of criteria, among which the most significant include: 

limited matriculation in general secondary education (2,580 students per year) and in 
higher education (1,500 students per yea.); 

i n e g  the part of the primary education budget in the education budget (an expected 
increase from 35 percent to 45 percent); the gradual reduction of the scholarships* 
budget (of 10 percent each year for two years, then of 5 percent per year for two 
years), etc.; and 

intmal efficiency in the Project (double school sessions, a new book policy, 
reassignment of personnel, etc.). 

In 1990, as part of the agreement associated with the Fourth Education Project, the Oovernment 
made the commitment to fulfill eleven specific conditions. The current state of their satisfaction is .- 
as follows: 

1. Thc first measure consists of closer monitoring of the number of students entering 
d a r y  and higher education establishments, although limiting entrance rates to 
2,500 and 1500 did not occur. In 1991-92,4,892 students went on to secondary 
education and 1,772 to higher education. 

2. The second measure consists of the promotion of the private education sector to 
help broaden the education base. The development of Koranic schools (medersas) 
and of basic schools has continued. Today there are at least 185 basic schools, but 
thtFC m no clear regulations regarding their status. The distinctions betwecn basic 



schools, community schools, cooperative schools and village schools are vague. 
The scvmal-da seminar on private bmic whoole was followed by the submission t of a bill to the inistry. Rcscntly, unscrupulous private school promoters are seen 
to taka advantage of the number of baric otudents, enclangdng children in the long 
run. 

3. The third measure consists of incmsin girls' enrollment and graduation rates. 
The director of the National Dinctotate dl Fundamental Education decided to create 
a cell for girls' foa designing a national policy focusing on 
the promotion of gMs' decision to mate this cell was signed on 

in operation since 1990, 
October 28,1992, component of the Rojcct had been 

4. The fourth measure consists of recruiting new teachers in the General Mucation 
Pedagogical Institute graduated from high achool (baccalaur4at) and reviewing 
training programs. Not only were the candidates recruited from high school but 
they also had to go through a com tidve entrance examination to enter the PEG. F But at the beginning of the 199 -1993 school year, under the pressure of the 
number of students and in order to diffuse a mounting crisis, the Ministry 
proceeded with a new, less discriminating effort to send high school graduates to 
the IPEG. 

5. The fifth mcasure consists of revising the programs of the first cycle, reinforcing 
basic subjects and reducing time spent in school from 32.50 hours to 25-27 hours 

week. The schedules of the fundamental education schools were not modified, 
the refom, of the programs and the application of the OPO model did take place. 

6 .  The sixth measure consists of resti-wnuing secondary education according to the 
available =sources and the needs of the market. In practical terms, this means that, 
sina June, the bureau of secondary educatim has been functioning separately fnrm 
the bureau of technical and grofcssianal education. Each bureau maintains all the 
divisions and sections of the former organization, adding to the heavy bureaucracy 
and depriving school classrooms of teachers, who art called in to work in the 
various divisions of both bureaus. 

The seventh measure consists of adjusting the education budget so as to allocate 
more resources to basic education. The education budget must represent at least 25 
pacent of the national budget. In the education budget, the part allocated to the first 
cycle must gradually increase from 33 percent to 45 ent in 1993. The budget 
allocated to the second cycle will be frozen at its 19 iY 8 level, those of the general 
and technical secondary schools to, respectively, 1.7 and 0.83 billion CFA francs. 
The budget of higher education will not exceed 19 per cent of the total education 
allocation. Thc c m n t  education budget was reorganized to clearly show the part 
allucatcd to each category of education. Measure #7 has not been fultilled. The part 
of the first cycle in the minisay's operational budget was around 36.1 percent 
against the targeted 42 petmnt. In 1992, this dropped to 30.7 percent while the 
level of scholarships for higher education largely exceeded the expected ceiling for 
the period concerned, about 1,832,444,OOO CFA francs compared to 99 1,l 52,O 
CFA Francs in 1991 .I4 

- -  

U - Wigha ahcarion scholarships exceeded the anticipated ceiling of 1,832 million cornpad with che 991 
million used in 1991 without going over the targeted 19 per cent in comparison with the Blrdget of the sector 
(aducation -)." (remrks of the Ministry of Basic Education) 



The eighth measure consists of limiting salary growth by a transfer of surplus 
personnel. A census of the minis personnel took lace in 1992. The director of 7 P the National Directorate of Fun mental Educat on decided to redeploy the 
s~~bstitute teachers to the most needy regions, One hundred unmarried teachers 
fmm Bamako had been transferred to those regions. Without the support of the 
udons (at the time the National Union for Education and Culture), only fifty had 
joirwd their newly appointed post, Then, with the help of "interventions," many of 
those who had been mnsfemd to the regions returned to Bamako, The teachers' 
return, which they 'ustificd by citing personal problems or rofessional d a t  inadequacies has con nued to empty classrooms and inflate school ministration. 
Frequent changes at im rtant sts in the Minisby encourage this situation, For 
example, at the end o $ the 19 !? 1-1992 schoolyear, the director of the Regional 
Directorate of Education for Bamako had, by memorandum, taken all the teachers 
from the fundamental schools who had been appointed to the libraries, the assistant 
principal' s office, and the superintendent's office of secondary school 
establishments and reassigned them to schools in the District of Bamako. But with 
the departure of the director before the beginnin of the 1992-1993 school year, C most ' managed" to come back to their former post. 

The ninth measwle consists of an allocation from the FAEF of fmt 50 percent, then 
75 pemnt  of the global cost of the renovation of decaying school plants in order to 
inmase the availability of education. As a consequence of this policy, at least 450 
classes have been renovated. 

The tenth measure consists of an investment mgram over three years to be 
implemented primarily with the funds pmvid A' within the sco e of the Fourth 

govmment (Amadou Toumani Tom? [Am school). 
a Project. An important part of this Pmject was completed un er the transition 

The eleventh measure consists of a revision of procurement procedures in order to 
buy at a better price. In practice, this new procedure has proved to interfere and 
cause delays jeopardizing the implementation of policies. On account of this 
procedure, for example, several months may pass between the end of therenwation 
or building work and the ouditting of classrooms in tables and benches. 

After the events of March 16,1991, the new political context led the Government to negotiate an 
Emergency Plan for the Education Sector (PUSE) with the World Bank in order to address the 
mismanagement of the Fourth Project. This emergency plan m f k n s  the Government's intention 
to expand basic education by giving priority to the first cyclc of the fundamental school. It also 
foresees the expansion of the technical track in secondary education, making the double school 
session more effective and establishing stricter criteria to diminish the number of scholarships in 
higher education. 

. - 
A new educat5m policy was initiated by the Departmental Staff of the Ministry of National 
Education of the first Government of the Third Republic, but has not yet been adoptecr. On 
account of a profound, uncontrolled school crisis and of an explosive political situation, the 
Government collectively rtsigned. The composition of the new Government completely changed 
the organization of national education which is now divided into three ministries: the Ministry of 
Basic Education, the Ministry of General, Technical and Professional Secondary Education, and 
the Ministry of Higher Education and of Scientific Research. 

15 - What is rhe poof! (runarks of the Ministry of Basic Education) 



D. Key Questions 

BEEP'S Assistance Orant agreement is beginning its fourth year of execution. In order to 

"Pp" ciate the extent to which the objectives of Non-Project Assistance were reached, and the 
dl ficulties associated with the expectad measures and actions, it is important to answer two 
fundamental questions: 

1 . What is the relevance of Non-Project Assistance (its objectives, its p d u n s ,  its 
mechanisms, and pardcularly its conditions) in the expansion of basic education 
within the cumnt context of Mali? 

2. What alternatives are there in t an s  of financial assistance in the basic education 
sector, given the institutionalization of the support activities and their 
sustainability? 

It is also important to assess the degrw of application of the strategies and policies of basic 
education ex ansion that were designed at the time BEEP was conceived. Therefore, a third 
question n td' s to be asked: 

3. Does the distribution of Project activities adhen to the financial execution schedule 
and to what extent is this cunditioned by the contextual variables in the basic 
education environment? 

E. Implementation of Non-Project Assistance 

Brief chronological description 
1 

Authorized in December 1989, the disbursement of the first installment of BEEP'S Non-Project 
Assistance (US $1 million) became effective on March 20,1990. Because of budgetary difficulties 
observad by the evaluation missions conducted by the World Bazk in 1991, the second and third 
installments of Education Sector Adjustment Project (US $2 million) were not be released at the 
expected dates. The pnmss of quick disbursement remains contingent upon the satisfaction of the 
conditionalitics created for that purpose. 

In 1991, negotiations between the Malian Government and the financial assistance and other donor 
partners led to the design and adoption of an Emergency Plan for the Education Sector. Fbm that 
point, the disbursements wme to be subjected to the implementation of the new measures contained 
m the Emergency Plan for the Education Sector. The application of this plan ought to modify 
significantly the tendency toward financial mismanagement and to indicators related to student flux 
in the secondary and higher education. But the context in which these new measures and 
requirements had been defined has gone through important changes (in January and March 1991). 
the effects of which have not been integrated in the Emergency Plan for the Education Sector. . - 

In spite of the lrclevance of Non-Project Assistance objectives in the expansion of basic education, 
the political and institutional changes which Mali underwent these last few years -- induced by the 
democratic transition after the fall of the military regime on March 26, 1991 -- seem to have 
affected unfavorably the realization of these requirements. Due to renewed political upheaval and 
the fear of social turmoil, the implementation of Non-Project Assistance is once again at an 
apparent impasse. The evident inflexibility of the International Development Association with 
regard to the complete satisfaction of the disbursing conditions led to the outright cancellation of its 
contribution to Non-Roject Assistance of the Fourth hject. 



Virtually all partners (Canadian Agency of International Development, Norway, and particularly 
USAID) are aware that Non-Project Assistance conditions, common to all sponsors and donors 
(loans, donations, and grants) appear unworkable in the short-term in the current Malian political 
climate. Also, for the Malian authorities, conditions need to be redefined (according to urgent 
cumnt needs), within the context of solutions to be pursued through BEEP to strengthen the Non- 
Project Assistance component and its importance to overall basic education. It is in this hope that 
USAID and the Malian authodties are cumnrly pursuing negotiations in order to find acceptable 
solutions for both parties, so that the disbursing of the last two installments of Non-Project 
Assistance to basic education can be carried out. 

Contrary to the World Bank (IDA), who canceled its contribution to Non-Project Assistance 
component, USAID -- present in the field with active, full-time technical assistance and 
institutional administration -- is renegotiating new requinrnents with the Malian aovemment to 
release the last two installments of the non- ject component. This attitude on the part of USAD 
has helped other sponsors, e.g. the Wml r' Bank, to appreciate better the difficult political and 
economic cnvhnment of MA since 1991. According to USAID and the Government of Mali, the 
advent of a new political and cconomic context warrants a redefinition of the quinments of Non- 
Project Assistance. In this framework, both parties have engaged in a process of unblocking the 
situation (momentarily interrupted by the arrival of the new Director of USAID, but which now 
seems nsumcd), in order to preservc the positive results gained by the Project. 

In 1992, the Government of Mali had included the requirements of Non-Project Assistance within 
the Emergency Plan for the Education Sector. However, the Government cannot meet its 
commitment towards the social partners of education (memorandum, Association of the High 
School and University Students of Mali/aovemment, social pact, ...). These commitments 
negated the trends for the majority of the progress indicators related to the allocation of State 
financial resowes. IA particular, the Govemment and USAID arc convinced that the data, 
assumptions and context of 1988, upon which the uirements and measures were based, are 
today questionable when considering the real capa "% ility of the Governmerit to satisfy the 
conditions. One could consider that mutual belief (if it truly existed), in the Government's 
capability to reach the strategic objectives designed in the eleven measures of the investment 
component was compromised by the new socio-political context. Indeed, the ovenstirnation of the 
capability of the Malian Government to satisfy the requirements of the funders and donors can be 
attributed to several factors: (i) change in government administration, with a military dictatorshi? 
reigning over the country at the time the requirements were being formulated and accepted, which 
yielded to a new civil regime; (ii) the repercussions of the events of March 1991 were not 
incorporated into the initial Project, with a completely new political situation which occupied the 
Government during that period and with certain partners, like the World Bank, who did not want 
to incorporate the "cost of the advent of democracy" in the education sector; and (iii) the 
deterioration of the public finances and of the political situation of the country, whose outcome was 
not adequately considered by the Govemment. The financial criteria would not be well d e f d  in 
this case. Donors and sponsors ought to consider the foregoing analysis, for a better redefinition 
of the requkmcnts. The application of the social p ~ t  which binds the workers (union of workers) 
to the Government may affect the financial criteria, and in particular the structural ratios of the 
education budgal6 

l6 - Fegud to the massive pressure of the students (continuous school crisis) and the threat of the 
teachas' unions, the Government canna meet the initially anticipated requirements, at I-t in the period allowed. 
Apprised of this f#. USAID is committed to a defmition of new requirements that would b feasible fa the Malian 
Government givca he  cmnt context. 



Success: encouraging factors 

The satisfaction (a attem ts in that m e )  of the conditions of Non-Project Assistance provoked 

t % P several encoura n resu ts, the full impact of which is not yet well known. Financially, the 
reorganization o pu lic education spending in favor of stabilizing the education pyramid system by 
widening the base of fundamental education is far from being effective. In the best of cases, the 
system of financial indicatom (reorgrmization of educational expenses) pressured the school and 
budget administration to emphasize strategies and practices that would be likely to improve the 
management of public rcsounxs allocated to the waall education sector, in particular: 

* the definition of new criteria for granting scholarships to students; 

* the reallotment of the BSI of education to the exclusively basic education subsector 
for the fiscal year 1993; 

* the encouragement of community support (FAEF); 

* the encouragement and support of the organization of the private education sector in 
Mali, in particular lay schools, Catholic schools and Koranic schools (medersas), 
which have ~wxntly experienced remarkable growth; 

* the encouragement of private initiative in the subsector of basic education through 
the FAEF. 

The satisfaction of the conditions of the disbursement of the first installment of BEEP'S Non- 
Roject Assistance seems to have had the following positive consequences: 

* the ~infolccment, and the direction of the management capabilities and financial 
administration of projects in the BPE; 

* the modification of the budget line items of the Ministry of National Education 
(MEN) in order to distinguish the scholarship allocations from the equipment 
allocations, as well as the First Cycle from the Second Cycle of fundamental 
education; and 

* the signature of the Implementation Letter of FAEFNSAID. 

Despite the implementation and disbursement difficulties encouc.tered, at the cumnt stage of 
development of the Project, the rate of financial execution disbursements, under its various forms, 
is at an acceptable level. This is demonstrated in the Table on the following page, which presents 
the percentage of commitments and disbursements for the various BEEP components. 

Institutionally, the Malian Government ostensibly has worked to meet its commitment to favor -- 

basic education, a top priority in the education sector. The Government has sought to reinforce 
this sector with: 

* the cnation of a separate ministry in charge of basic education -- the department 
in charge of basic education changed into a ministry at the last governmental 
raxganization; 

* the joining of preschool and special education to basic education; and 

* the establishment of a single dimtorate in charge of preschool and special 
education. 



1 ~ a t u n  of nalization of financial execution ntog Value as a percentage 

1 ,  Non-Project Assistance * Disbursement rate of Non-Roject Assistance 33.33 per cent 

2.  Prolect Assistance 
* Fmancial execution rate of Pmjbct Assistance 

in comparison with initial previsions 48.97 per cent 

3 ,  BEEP 
* Overall rate of Roject financial execution 78.96 per cent 
* Disbursement rate in comparison with the 

commitments (or in comparison with the activities 
in the p m s s  of execution 55.82 per cent 

* Financial execution rate in comparison with the 
of activities 50.79 per cent 

Fmm the perspective of the organization and coordination of cducation policy in Mali, a short and 
long term plan is being designed. A manud of the p d u r c s  of the management of BEEP'S 
activities is being written, so as to define better the respective responsibilities of the Bureau of 
Education Projects (BPE) and BEEP in their management of the pmgram. 

Overall, the objectives and concerns of the various beneficiaries and artners of the program are in P agkment. The Pmjcet has targeted the needs and  upat at ions o the beneficiancs accurately . 
On the other hand, the expected opening of the University of Mali remains a significant source of 
contention between the donor partners and the Government. 

Limitations: problems and failures 

The failms in the implementation of Non-Project Assistance and of its requirements and measures 
common to the Education Sector Adjustment Project (and to the Emergency Plan for the Education 
Sector, later on) were revealed by t4e various monitoring missions of the World Bank. The most 
significant fail= may be grouped in three categories. The first category is nlated to the stn~ctuxe 
of expenses for the education sector. Generally, negative trends since 1990-1992 have been 
evident in cumnt tendencies, which are contrary to the ones anticipated by the apements of the 
Fourth Project, it.: (i) the budget increase of primary education in the education budget, expected 
to be 35 to 45 per a n t ;  and (ii) the progressive decrease of the scholarship budget, of 10 rcent P" each year for two years then of five percent a year for two years. The second category is rr: ated to .- 

the monitoring of education expenses. These last few years, the indicators nlated to the ceilin s of 5 general secondary education entries (2,500) and higher cducation entries (1,500) have een 
negative, fixed in 1990-1992 at 5,500 and 2,200 respectively. The last category concems 
efficiency. The evaluators obsewed in this case: (i) a diversity in the understanding of the book 
policy; (ii) a timid application of the double school sessions policy and of multigrade classes; and 
(iii) the lack of application of the ndeployment policy for the national teaching personnel to the first 
cycle. 

Failurts in the application of Non-Roject Assistance are list4 in detail in the monitoring mission 
report of the World Bank (10 to 20 October 1992) and the Tables of the division of expenses of 



BEEP in Annex B. These failures are in part due to a number of factors in two categories of 
limitations, The fmt category includes Limitations dcrived from the Project and the inconsistencies 
of the structural adjustment: 

* the wmdmation of the capabilit of the Malian Government to meet the 
d?' rcqulmncnts and implement oon tionalities; 

* the inflexibility of the common condidons of the funders and donors; 

* the definition of indicators linked to other arcas of education (secondary and higher) 
as conditions of assistance to basic education (risk of penalizing the expansion of 
basic education by poor perfofm8ncc in the secondary and higher education); 

* the loss of teachers to the f h t  cycle of the fundamental school as a m ~ l t  of the 
voluntary n t h e n  t program; 

* the acceptance of new recruitment of teachers within the program of ~r :mia l  
adjustment of the civil service; 

& the absence of a feasibility study in the design of BEEP and in thc ~,r.;..t:i*.--4;rl - r 
the conditionalitics; and 

* the delay, in 1991, in the effective implementation of BEEP'S activitkOt .rhile l.i :;: 
first disbursement took place in March 1990. 

The second group of limitations is linked to the political climate and the c,n4virc,:lwr.i oP ti..:: 
educational system: 

the undmstirnation of the repercussions of the commitrments 'aecwcen ti;:. 'ZEIIEE and 
the social partners of the school (e.g. Students* Union (AAEM) 
memorandum with the Government, and the social pact w 2 ' i  the workers, sigr'red in 
199 1); 

the fear of a social and political crisis; 

political turmoil and financial difficulties following the transition to democracy and 
the state of emergency after the events of January and March 1991; 

the ecmcxnic crisis and the pncariousness of the national financial situation; 

the instability of the school administration officials and the lack of leadership; 

the mismanagement of public finances; 

the mlatively low amount of BEEP'S Non-Project Assistance (US $3 million), 
which is not enough to motivate the Ministry of Finance to be more involvad in 
rtaching the financial indicators; 

the weak capability of the mobilization of additional resources by the Malian 
Govcmmtnt; 

the difficulties in the promotion of alternative nsources for financing basic 
education (the Regional and Local Development Tax (TDRL)); 



* turmoil in the educational system; 

6 the political weight of the unions (and of the social paxtners of the school, in 
general); 

* the standstill, or even reduction, of the basic education budget; and 

* the overall context of savcnval adjustment, 

These limitations have sevmly impeded the aims and mission assigned to Non-Wect Assistance, 
including four major objectives, The first objective is to im rove the use of publrc (and private) P resources set aside for education through a reinforcement o budget procedures and accounting, 
and controlled spending, The related task of the Ministry of Basic J3ucation (MEB) is three-fold: 
(i) to transfer the budget of the tirst cycle of the fundamental schools to the regional budgets; (ii) to 
computerize budget management; and (iii) to assign the whole BSI of education to the basic 
education subsector, The attainment of this ob ective was hampmd by the following difficulties: 
the fear of social upheaval; the scarcity of 4. bond financial nsources in the country; the lack of , 
flexibility in budge procedures; financial mismanagement observed in 1991; and the low 
amount of the budget "r located to Non-Project Assistance (US $3 million), which is not a sufficient 
sum to stimulate or support some of the desired interventions. In onder to overcome these various 
constraints, several alternatives could be considered*. mcdernize the management of the financial 
resources; decentralize the budget management of basic education; increase the amount of the 
Non-Project Assistance component; and pmmote and encourage the local and community sources 
of financing of individual schools. These strategies constitute important elements of the technical 
side of BEEP. 

The second objective of Non-Project Assistance is to favor the expansion of the mle of the private 
sector with the following complementary strategies. The first strategy would be to help bring 
private resowes to the education sector through additional contributions. The second would 
lnvolve setting up modalities of repayment. The third strategy would consist of measures aimed at 
improving the existing Catholic and Muslim schools and establishing new kinds of private schools. 
Several measures have been undertaken in this respect. The carrying out of initiatives contingent 
upon the FAEF within the fiamework of the Fourth Project would pmmote private initiative in the 
basic education sector. Politically, several texts were consulted to ease the procedures for 
establishing private schools and new texts an being designed for the organization of this sector. In 
order to give more practical support to this sector, schoolbooks have been distributed by the 
Government (with the help of BEEP) in private schools, with the pedagogical assistance of the 
Inspcctorates, in the same manner as for public schools. Next to the public schools, the Pmject 
favored the establishment of private schools within PACER The Government also encouraged the 
establishment of professional schools by private promoters in the secondary education. Since the 
national conference on the dersas,  the Koranic schools have benefited from an incnascd support 
from the Ministry. Finally, studies were undertaken on the reorganization of the secondary and 
higher education. . - 

The limitations the Roject and the Govenunent experienced concerning this second objective were 
evoked on sevaal occasions in interviews conducted by the present evaluation. These include: (i) 
the weak capability of the private sector in some areas, especially the unprivileged rural and urban 
artas; (ii) the general economic slump; (iii) the heavy bureaucratic procedures for acquiring land 
for school building, (iv) the slow procedws authorizing the establishment of schools; (v) the past 
failures of the Government with schools in the rural areas; (vi) difficulties in obtaining APE 
contributions through the Tax of Regional and Local Development (TDRL); (vii) difficulties in 
obtaining the monemy participation of the rural population to the FAEF additional fund; and (viii) 
the lack of means and nsources thereby limiting interventions in the tertiary education sector. 
Three possible measures can be considered. The first would be the promotion of community 



financing in the rural ateas as one among several initiatives to encoura e a saonger partfcipation in f the management of the communities and the local fundamental schoo s. To encourage the private 
sector, the alleviation of the authorization procedures for the establishment of schools could bc 
desirable. A rigomus sensitization would likely ensum that the communities could count on h u m  
investment as their 25 percent contribution. Finally, potential benefits should be derived from 
supporting the ouditting of schools teaching a technical and professional cuniculum. 

The third chief objective of BEEP Non-Project Assistance lies in the allocation of sufficient 
education resources (as much for investment as for operation) in order to bring about the 
impmvement of the training in human capital. This is abut a general and sustainable boost of the 
development of the education sector. The expansion of the volume of resources would be 
completed by a better use of the existing potential and resmccs, In order to achieve this objective, 
the principal action to undcxulkc would be the allocation of a maximum budget of investment of the 
education sector to basic education. Unfortunately two facton, have limited the durable impact of 
this measure: (i) the BSI of the indication is for 80 pmcnt, financed by the funders and other 
donors; and (ii) the context of structural adjustment mates an artificial political and s o c i ~ n o m i c  
environment. The following palliative measures are suggested: (i) promote the private initiative of 
the communities in terms of financing; (ii) establish a national fund for education; or (iii) 
decentralize the management of basic schools.17 

The founh objective is to diminish the effects of the adjustment process by socially supporting a 
critical sector -- education. A key obstacle to the realization of thts objective is the ~nflexibility of 
the common conditionalities to the Education Sector Adjustment Project and Non-Project 
Assistance. A careful objective consideration of these requirements would certainly have led to the 
conclusion that the Malian Government could never m a t  the nquired conditions by the sponsors 
in the Non-Project Assistance program. The current evidence is the almost total financial 
abandonment b the World Bank of the Fourth Project and the US $2 million (out of the US $3 
million) of US K ID Non-Project Assistance funds which remain blocked. Two initiatives could 
serve to improve the situation: (i) authorize the unconditional recruitment of basic education 
teachers; and (ii) take social factors into account and integrate them in  the sectorial adjustment of 
education. 

F . Recommendations and Future Directions 

On the basis of the preceding analyses, the pncise actions to be undertaken are situated on two 
levels, i.e. the definition and the implementation of (i) new requirements for the disbursement of 
the last two installments of Non-Roject Assistance; and (ii) future directions for USAID 
assistance to the basic education sector in Mali. These recommendations are important as much for 
the disbursement of the last two installments of Non-Project Assistance as for the future 
agreements on Non-Project Assistance financing. The major strategy at this level must take into 
account the real capability of the Government of Mali to meet the nquirements of Non-Project 
Assistance. The political context in which the requirements were defined back in 1988 (under a .- 
dictatorship administration) has no longer been valid since the events of March 1991. For the new 
requirements to be workable, they should be directly linked to the ev~lution of the current 
development policy of basic education. They would have to be negotiated with the partners in a 
new democratic context and in the perspective of the dtm~cratization of school management. Only 
in this way could quantifiable indicators, at the level of redeployment of personnel and the 
p m t i o n  of private education, be ntained for the disbusemtnt before the end of the Rojcct. 

17 - "Regding poposal and alternatives chapter 11, 'decentralize the management of Basic Schools,' seems 
ambiyolrs baause of thc possibility of establishing community or village schools by the populations together with 
the existing public schools." (Boubacar Gaye, Head of Training Division, National Institute of Pedagogy) 



For the nquircmenrs =garding the rede loyment of personnel, which still remain to bc met, one 
could foresee two actions: (1) the use o f" the WSAID study on the personnel of national education 
(Proposal of Personnel Redeployment Policy) and (ii) the design of a plan of redeployment of 
teaching personnel who are not teaching. For the requirements concernin the promotion of 
private and community initiative in the basic education sector, one could cons f der thc pm aration 
and adoption of texts rs ulating private cducation, including the lay, Catholic, and %luslim 
(ddersus) schools. A ficy p m t i n  community action and in articular, but not exclusively, P" f 1 community financing in datives in the su sector of basic cducation s odd also be articulated. 

Generally the cumnt tendencies seem to compromise the overall objectives of the Basic Education 
Expansion Project (BEEP) in Mali. The combination of Non-Project Assibltance and Project 
Assistance and the inflexibility of the common requirements of the funders and donors (loans and 
grants), coupled with the low capability of the Government to meet the short-term uirements, 7 considerably limit the anticipated efficiency of BEEP. Various structural inconsistent es are also 
evident in the adjustment program, such as the early voluntary retirement of teachers in the 
fundamental schools, and the limited d t m e n t  of primary education teachers, and conaadict the 
concept of broadening the school base of the countxy. Thmforr: specific msistnncc strategies for 
basic education rn urgently needed to remedy this situation, as recommended below: 

1. Define conditions and indicators directly contingent upon the expansion and the 
development of basic education. 

2. Understand fully the distinction between loan (International Development 
Association) and grant (USAID) conditions. 

3, Alleviate the repercussions of financial mismanagement in the higher education 
(scholarships) and secondary education of the basic education system. T h m f o ~ ,  
the financial requirements contingent upon these two sectors of education (higher 
and secondary) ought to be handed over to USAID assistance, the program of 
economic reform, or a kind of assistance specific to secondary and higher 
education. It is worth remembering that the BEEP objective. is and has been the 
expansion of basic education in Mali. 

4. Define efficient ways and means to reach the objectives and satisfy the education 
needs of the direct beneficiaries. This implies a pa ter  involvement on the part of 
the local partners of basic education, basic communities, and the decentralized 
school administration. The involvement of the local partners (local groups, ONGs, 
APES, other local development organizations and local school administrators), 
warrants a redefinition of the content turd proceedings of technical assistance 
towards more dkct involvement in the field. 

Limit assistance to the central school adminisbation to (i) defining a basic cducation 
policy through the reinforcement of planning, programming, and budgeting 
capabilities of basic education activities; (ii) defining and implementing the policy's 
methods and techniques; (iii) supporting alternative ways of financing and 
allocating additional financial resources in favor of basic education, including the 
encouragement of private school promoters in urban centers and community 
schools in rural areas; and (iv) involving and accounting the Ministry in charge of 
the finances in the implementation of Non-Project Assistance. 



CHAPTER I11 
ANALYSIS OF THE PROJECT'S TECHNICAL COMPONENTS 

A. Community Support 

The evaluation team met with the implernentors and the beneficiaries of the Community Support 
component at the local, regional and national levels. The following persons were consulrad, often 
on the school sites: the accountant for BEEP and the Bureau of Education Pmjects (BPIE); Basic 
Education Support Fund (FAEF) offidales ftom Koulikoro, Segou, the District of Banlako and 
Sikasso; the regional mana ement technical advisor fiom Koulikom; the regional directors of f education for Bamako, Kou ikoro, Segou, and Sikasso; all the inspectors of the Basic Education 
Inspectorates (IEF) from Koulikoro, S e w ,  Skuso, and Blunako, elementary school teachers and 
principals from Soninkoura (A and B), Konobougou; two elementary school  principal^^ and the 
repnsentatives of the Pamnts' Associations (APE) of Kati, Soninkoura-Segou and Konotmugou. 

The implementors and the beneficiaries had the opportunity, at each meeting or interview, to 
express their opinions concerning the pertinence of the component's objectives, the results 
achieved, the problems encountered, and their recommendations for futun directions. Similarities 
betwen viewpoints were pointed out whenever possible. A number of exchanges took place 
around the possibility for the establishment of community schools in urban centers and of private 
schools in rural m s .  

Component Objectives -- The component objectives aim to encourage parent and community 
participation in the decision-making process and the development of initiatives to improve local 
-zhools. The following results am expected: 

i. the fostering of the social demand for education by furthering community 
involvement in school management and, 

ii. the promotion of access to education for all by inmasing the supply. 

Those who will primarily benefit from the hjec t  are the neighborhood or village communities, as 
organized within the APES, and those most directly involved in the implementation are the school 
principals, the basic education inspectors, the FAEF otficial in the region, the local authorities, the 
BPE and the FAEFIUSAID agencies. 

Strategies -- The underlying strategy of the component consists of providing a supplementary 
fund to the communities, through the BPE, to enable them to renovate classrooms and build 
latrines. The Project input was intended to pmvidc a subsidy of 65 per cent initially, but through 
further negotiations with the Government, this rose to 75 per cent. The community input (25 per 
cent) could be supplied as cash, equipment or labor. However it is important to recall that local 
community participation in school renovation dates back to 1962 and became widespread in 1970 
with the said communities taking responsibility for infrastructure. 

Key Questions - Each target-group was asked the following key questions: 

How would you describe FAEF (Basic Education Support Fund) activities and objectives? 
How would you rate the usefulness of FAEF? 
How does a community have access to FAEF? 
How do you explain the level of response, or lack thereof, to the Fund's requests: an 
incomplete application; the lack of funds at FAEF; the unavailability of the DET; or the 
procedurts? 



What is our opinion mgding the communhatios between the APES and the 
school & veloprnent ~ommittees? 
Is FAEF intervention in the Mali schobl system helping BEEP to nach its objectives, eswally 
re d i n g  quality, efflcigncy, and quit in the cducationd system? 
&at are the possible adtmatives m F&F'? 

Community involvement in school construction, renovation, and rovision of classroom 

8 d' equipment and school supplies was already customary olicy in Mali. AEP, who subsidized 75 
cent of the investment activities, he1 to relieve e communitiea' heavy financial burdens. E m  ~ p i l  to July 1992, the APES of the Koulikom rc@on qanizcd 

a sensitization campaign throughout Its ~uccess can bc attributed to the local 
authorities, school principals and parents who were already familliar with BEEP and FAEF's 
procedms for classroom renovation and furnishing. 

The campaign raised the communities' consciousness: it mobilized them to ques t  FAEF aid for 
the renovation of their schools; it also cmated a consensus rrmong the communities about school 
management. From July 1992 to February 1993,73 quests were accepted by the FAPIFmSAID 
steering committee. These quests came from the District of Bamalco as well as from the flvc n?F 
of Koulikoro. The need for new classroom buildings, expressed by the APEs, the school 
principals, and the IEF had not been taken into account by the FAEF/USAID.lS 'Ilhe APES and 
school principals arc doubtful whether or not the rural communities, who do not have steady 
incomes at their disposal, arc able to manage their community schools on their own. They believe 
that the private or community schools arc more apt to develop in urban centers. The problems 
encountd by the Cammunity Support component arc related to: 

* disbursement difficulties in paying the Regional and h a 1  Development Tax 
(TDRL) in Kolokani and Banamba, due to disparities in income between these 
two regions and the Southan regions; 

* disbursement difficulties in paying the Regional and h a 1  Development Tax 
(TDRL) in the Kati and Koulikm municipalities, who tut obliged to find 
otha means to finance the 25 per cent, due to a lack of sharing of community 
qmnsibilities by a fraction of the population; and 

* lack of feedback or inadequate communicatiora between the APEs, the schools, 
the IEF and the DRE (Regional Education Bumu) on the one hand, and the BPE 
and the FAEF unit in Koulikom on the other. 

The Limitations axe the following: 

dl due to the absence of local development committees, the allocation funding is 
ckariy under the 30 per cent required from the global volume of thc Regional 
and Local Development Tax (TDRL) carmarked for school development; and ." 

* exhausted funds from the FAE]F/USAID initiative for the renovation and building 
of new classrooms.lQ 

UI -- Acanding to an otfiial of the USAID/Mali education p m p m ,  the USAID regulations f a  new 
construction an sa stringent bat this strategy proves too impractical. Given thc existing condition of many school 
buildings, the FAEF hnplementors and benbficiaties assert that Lhe renovations could often be considwed new 
cwtructions. 
19 - The coswlPnt asserts that one of Ihe FAEFNSAID constraints is the exhausted funds for renovation. 
This stabmmt is hrmra Rather, the World Bank funds are no longer available for new consmtion in the public 
schools -- priarity bcing given to new cocrsmrcthn in the private schools (including the medersas and the basic 



The Community Support componant'r accomplishmanta, led by PAEF, are nonethaleas 
considerable, as summad up in the table below. From July 1992 to A dl 30 1993,23 quests had S been sadsfled in tho DRE of Koulikom for a total amount of 86.60 ,639 CFA fmncs, of which 
84,006,014 m FAEFNSAID au rt a d  2,597,625 rn from APE su . In that DRE, 112 '1P" d r  classroomr were renovated, with e conrmction of 30 Intrines. Tho of JXola leads with 45 
renovated c la s sma  for a total amount of 28,481,736 CPA francs, followcd by the IEF of Kati 
with 31 clasamme, far tr total ex nse of 24,594,823 CPA francs, During the same parlod, for 
26 anted uesu, the District o Bamako was renovating 366 classrooms for a total amount of 
74,!62,01~~%~ fran 

P" 
cs, with FAEP/USAID support, 

FAEFIUSAID -- Koulikoro and Dietrict of Bamako 
Completed and current renovations, July 1992 - April 1993 

I IEF Renovated Classrooma Total FAEF input 
(in CFA Francs) 

At a steering committee meeting on April 30,1993,45 requests were approved for a total amount 
of 257,340,740 CFA francs with 210 classrooms to be renovated and 61 latrines to be built, 
193,005,565 of which was FAEFRJSAID support. The IEF of Dioila arc in the lead with 79 
classrooms to be renovated for a global amount of 106,875,988 CFA francs, followed by the IEF 
in Kolokani, who projects 63 classmoms to be renovated and six latrines to be built, although the 
IEF has  ah&y emutarered administrative snags in getting the work started. 

Next Stages -- For a better functioning of this component, we suggest the following: . - 

* the effective establishment of the FAEF unit in Koulikoro, with strengthening in quantity 
and quality; 

* the effstive mobilization of the 30 per cent of the TDRL tax to benefit the school 
denlapncnt prow; 

community shook), the public schools arc no longer able to bcnefit from l c  World Bank subsidies for new 
consrmctioru (r#nulrr by Ibrahima Sissdto, FAEFRISAID Technical Advisor/Monitor). 



lk APE management training. 

Two more fundamental uastions w m  asked on saveral occasions, requiring a serious dimusdon 9, between USAID, the ME , tuKi APE and community rupraaantatives: 

With tha ~ h o o l  age population on the rime, the position of the donor to finance only 
classmom renovations stands in contnrdiction with the Project's objective to 
inc~ase school attendance rate in basic education. Thc decision not to start new 
consauction also mnmdicts the goal to improve the q u l t y  of the educational 
system in Mali, cspedally in the most impoverished zones which have never 
benefited from classmms. Although the renovation strategy is no doubt uecful, 
new classroom buildings would likcly have an Impact on the scope and dissribution 
of the supply with a potential consequence which really is not possible at the 
present momcnt. 

2. The strategy to encourage the local communities to invest in school renovations, 
both financially and personally, is dimtly linked to tho goal of transferring the 
management of the schools to them, However, the evaluators learned that the 
communities regard this contribution mom as a tax imposed by the government than 
an investment and affirmation of their authority over the mana ement and 

ta4 curriculum of the school. According to several beneficiaries and s associated 
with the FAEF, the communities have only been acquainted with two types of 
schools: government-run and rivate. Community management is a new Concept. 
Given this situation. it would le useful to broaden the functiorr of the Communlty 
Support conrponen-t to include initiatives, such as training and awareness, tb 
prepan the community to undertake effctively the management of the school. The 
Technical Support component in Koulikm could serve very well as a model for 
such an effart. It could be initiated h u g h  extra-curricular activities, following the 
Save the Children model in Kolondieba. 

B. Education Management Inforrnation Systems20 

The people involved as implementors or beneficiaries of this component were consulted at the 
local, re 'onal and national levels. The fmt week of the evaluation mission was devoted to the P design o the BEEP evaluation, which included a list of the cvaluation tools and a work schedule. 
The persons interviewed were staff of the Administrative and Financial Directorate (DAF), the 
consultant of the Education Management Information System (EMIS) component, the head of the 
Bureau for Education Projects (BPE), two representatives of the School Enrollment Division of 
the National Directorate for Basic Education, the director and assistant of the Planning and 
Statistics Cell, the Regional Education Bunaus of Bamako, Koulikoro, Segou and Sikasso, a few 
members of the Inspectorate of Fundamental Education (IEF) from Bamako, all the Inspectorates 
of Fundamental Education and academic advisors from Koulikm, Scgou and Sikasso, and several 
principals from the Regional Education Bunaus of Bamako, Koulikoro, Segou and Sikasso. At 
each interview, the beneficiaries had the opportunity to express their opinions on the relevance of 
the BEEP components, the anticipated and achieved results, the problems encountered, and the 
lrbcornmendations for f u m  improvements. 

Component Objectives -- The central objective of the EMIS component is to reinforce the 
Ministry's capability to plan and monitor the development of the education sector. This Project 
objective is to be reached through a strengthening of the technical services and methods used for 

P - Plase du KI Annex G for h e  g a d  nmarks by Daniil Gifondorwa, Technical Advisor in charge of 
the Education Maugemmt Information S y s m s ,  ABEUUSAID Roject. 



data gatherin and analysis. The work was originally supposed to take place at the School 
Statistics and b lanning Cell; the Project war to supply quipmant, technical support, loglatics and 
training to the Cell to rqlidlfy management infrastnwturu in the vrrious zones covered b the 

d b PFO a t .  Thia oaristancu 18 to benefit the central agencies, the Ministry in Bamko, and the RE 
of ces of the four regime covand by the Project. The d, then, of the EMIS component is to 
improve the aasusrmcns and rimnagemant capability o f the Ministry through the creation of a 
r:mageanent and planning' Lafmddon system, The two strategies to be used arc: 

i. the development of a computerized database for the management of human msauses; and 

ii. the development of a eystem of indicators, t a i l d  to each level of decision-making and 
desi~ncd to enhance pertinent decisions (central, regional, and local). 

com nent were the C of A nisaation and 
and Equipment was disban kd  soon after 

the component's inception; the and Finance, a8 a functioning and 
administrative band, showed uttle interest in the development and racticd implemel.tation af this 
component. Today, several institutions an involved, such as the D Lx torate of Administration and 
Finance, the School Statistics and Planning Cell, the B m u  of Education Projects, the Nadonal 
Directorate of Basic Education, the DREs, the W s ,  and the school administrators, who gathcr the 
data. Nevertheless, this temains a partial, i nd imt  or more or less superficial involvement. 

Strategies -- The implementation of the component is carried out with the help of an expatriate 
advisor fur the long-term and a technical consultant f a  the short-term. The Project has established 
an education management information systems capacity witnin the Ministry. Some computers 
were also sent to the Project-related DRE offices to establish a computerized capability in the 
regions, but these systems am not yet functioning. 

Before the financial assistance agreement of the Project was signed, this component was 
administend partly by the National Directorate of School Plannirlg and Equi ment and partly by B the Directorate of Administration and Finance. The National Directorate of chool Planning and 
Equipment was adequately staffed to produce a book of school statistics, and had begun the 
process of producing a school mapping operation for the expansion of the school system in Mali. 

At the Planning Confcnnce of SelinguC (February 10-14,1992), where all the implementors and 
beneficiaries of the Project were present, the various components were analyzed while keeping in 
mind the dificulties encountered by the implemntors and beneficiaries, and long-term solutions 
were suggested to help solve these roblems. A,$ the Confmnce on the Reform of the basic 
education information systems (July 8 8-29,lW2), and after an analysis of the cunent situation, a 
consensus was reached regarding the content of the conference and the reliability and consistency 
of data-gathering. One information system was chosen to help each level of education decision- 
making (school, inspectorate, regional and national bureaus). The data would be gathered at the .- 
school level; the DRE would proohad it and publish charts, including general statistics and 
indicators, and pass these on to the IEFs, the National Directcrate of Basic Education and the 
Ministry's Cabinet. 

Training sessions have been planned by the EMIS component for: 

* the education advisors, who would in turn train school administrators on how to use 
the q u e s t i ~ ~ ~ ~ ;  and 

- - -  - 

21 - "once qain, the evaluator is not telling Lhe bulh. The component never dealt with the pedagogical 
advisors: h e y  arc pw of h e  in-service training component Thc component works closely wilh the academic 



the staff of the DRE, the National Dimtorate of Bslsic Educatiorr, and tho 
Dimtorate of Administration and Finance on how to use the computers. 

Other management training sessions wm organized b the technical advisor to improve tho m i c a  
or project mans ement capacideer of the DRE admin smtors and of the major de artments of the If r 

L P Ministi . In co abmtion with rcprescntativoe of the Mnctoratc of Administrat on arid Finance, 
the Pm t rj~blished several documents mlatcd to !he management, monitoring and planning of the 
education Ycctor: 

* 
C 

School Statistics Re rt, 1990-1891, Mali; 
School Statistics of igher Education, 1990-1991; * PP 
School Statistics of Secondary Education, 1 M -  1991 ; * Selected Data on Wimary School EmlXment in Mali; and * Personnel of the Ministry of National Education: a general 
introduction, assignments, and staffing. 

With the help of BEEP's technical assistance, the local, regional, and central services used 
questionnh and interview guidelines for their utilization. These were fomulatcd and circulated 
(somehow unilaterally) by BEEP's technical advisor. However, there are still two separate 
questionnaires, one from BEEP, and the other from the Bureau of Education Projects, which were 
sent around during the 199% 19% school year.*,a 

Key Questions -- The main concerns of this BEEP component can be summarized by three 
major questions: 

1. How knowledgeable arc the Malian representatives in the technical aspects of the Management 
Infomation Systems? 

2. How important is the existence and the analysis of rcplar 4!ta, now entered in the ministerial 
procedures, in the establishment of educational policles llnd general decisions, at all levels in 
the education system? 

5. To what extent wcrc the material and technical capacities passed on to the regional offices? 

Even though a management information system was established and collection and data-gathering 
proccduns wm initiated, the EMIS is not well organized at the Ministry, First of all, although the 

- - - 

advisors... Thc evalu ator... should [have] congratulated the &ic advisas who supply the school dala. Without 
their partkipation, then wmld be m school statistics and the component would not be functioning. They repment 
the senson of the component in the inspectorates." [ran& by Daniel Gifondma, Technical Advisor in charge of 
the Mmgement Information Systems, ABEUUSAID Roject] 
I - "IBis is wmng. 'Ihc goal of the conference on thc reform of the information system in the fundamental . - 
eclucation systzm wa? to result in one sole questionnaire, as the document clearly states... 'It taka place from an 
mended quEstiomaire destinad to replace two exishg questionnains: the fvst one on enrollment and the second on 
inhmctura, an initiative of the Bweau of Education Rojects. This questionnaire also hopes to integrate the 
information rcquifcd by rhe Naeional Institute fot pedaeogy for one hundred classes being the object of an 
ssscssment* " [nmarlrs by Daniel Gifondorwa, Technical Advisor in charge of the Management Information 
Spm ABEUVSAID Rojectl -- "It is bamect to say that two questionnaires were sent to the school Principals. The Bureau of 
Eucation Rojeus and the ABEL Rojcct used the same qucstionain f a  the year 1W2-1993 for the regions c o v d  
by the Reject (BUML4 S@w, Koulikoro. S i b ) .  The Bunau of Education Projects sent the usual questionnaire 
in the other ngiats (I<ryes, Mopti, Tombouctou, Gao, and Kidal). 'fhe questionnaire that was sent to the zones of 
the Row is much beaa documented. It was &tided to extend it to the other regions of the country from this year 
on." [marks  by the Ministry of Basic Education] 



A Planning and School Stadstics Cell was recently established at the Ministry, it is still not involved 
In the managemant of this component, and is workin dntly with the technical advisor and thc ai consultant, who ~athcr tho data for the ABEL Project. To date, t h m  am no computcrlzed unit 
functioning in an zone of the Project. Personal computers are found at DREs of Bamako, iL Koulikoro, and S aeso, but they have not yet been sat up, in some instances due to a lack of 
suitable quartelro. Molwwor, the local adminismtom have not yet been trained, or their training has 
been too superficial for them to be truly effective. 

At the central level, tho m p n e n t  is located with the ABEL Pm sot, and functions with pdcal ly  
no Malian interven tion.2 Without the selection of speci / IC courlterparts or agencies, the 
information system and the collection of data w m  almost exclusively conceived by tho technical 
advisors, with the sporadic plnidpltbn of r repmscntadvc of the Diratonte of Administadon and 
Finance. Should this pracace continue, there would be no transfer of technical com tence, which P" would jeopardize the long-term Mdianization, and would makc the Project look ike a "foreign 
element" to the working of the Ministry. Some repnsentativc8 of the Directorate of Administration 
and Finance openly question the technical competence of the technical assistance, with the 
statement that the latter has not produced consistent results since its beginning, and the little that 
has been accomplished could not have happened without additional assistance. The technical 
qualifications of the Ministry's representatives were also questioficd: some have been trained or 
axe experienced in fields that have very little relation with the technical demands of administration 
and finance. For example, one can find former biology and language teachers among the 
directorate personnel. 

Moreover, contrary to what had been anticipated, the DREs do not really participate in the data- 
gathering and processing before they are brought to the central computer center. On the other 
hand, the schools reportedly sent their forms (specially conceived for dla: purpose) direct1 to the r, center, and specifically to the representatives of the ABEL Pmject. While !his method ena les the 

a -- "It is inconceivable that the assessment of the component begins with the Planning and Statistics Cell, 
which has just been in -tion since a decree on Febuary 1,1993. 'Ib evaluator does not seem to be informed of 
this deem eitha. The component has baen locatad at the DAF since S e ~ t u n b a  1,1990. What could this 
component have rrccomylished during fhe two years pnceding the establishment of the unit? 

"Furchumore, lhe evaluator did not ask ckar questions to undenrmnd how the unit was involved. It is 
necessary to point out that the technical advisor has always collaborated with the Assistant Ditor of the unit, even 
before its establishment Upon his arrival, the technical advisor considered Mr. Mamadodu Y. Diekit4 as his 
counterpart in smsbcs. . . The annex F1 d h e  fm Project amendment poves it. He is constanlly in touch with the 
head of the statistical division about school statistics, such as the list of schools, the enrollment numbers, the 
elaboration d the school map, the analysis of the data, the choice of computer equipment for the unit, the writing of 
the nport on school smtistico: c~s.. Thc Dinctor of the Unit and the technical Idvisor arc working on the sfalf (staff 
reappointments) and the -1 map (choice of GIs software, the equipment and the available data for the GIs). 
From M w h  to Sepcembu 13, the technical advisor worked closely with the unit on the indicators of the Malian 
education system. 

"Of course, the unit is not fully quipped in stalT or equipment, but it is working. Had Lhe evaluator 
consulted the unit pllpu, ' l b p a m  of Advities of [he Planning and Statistics Cell (CPS) for the Third and Fourth . - 
trimesters 1993,' he would have seen how the unit was involved in the canponent He should have examined the 
ministerial dcabe of Februsry 1 regarding the basis of the unit. Me would have seem that the two anticipated 
pgrammers have not yet been hired for the unit." (runarlcs by Daniel Gifondorwa, Technical Advisor in charge of 

Management Infonnath Sysuna, ABWUSAID Project) - 'This stPtunent is incomct. It shows that the evaluator knows nothing about the Roject and did not 
nad the terms of nf- Ihe technical advisor is associated with the DAF and works in tho DAF locale, w h e ~  
the caqwW Center and the ~ecfinical a d d i ' s  of l i i  are located. In the same paregraph, the evaluator says that the 
technical advisor pcrfmns rhe data acquisition. ?his is m g .  The aquisihn is done by the aquisilion 
npesentafives at the central level. He should have asked why the acquisition is done at the central level instead of 
the DM, as was mliciptad: hat's about the computers and the setting up of the locales. It is not all the fault of 
the companeclt." [ranuks by Daniel Gifondorwa, Technical Advisor in charge of the Management Information 
Systems, ABELAJSAID Rojcct] 



center to obtain nrpidly the forms and r to their entry and analysis, problems will arise at the 
level of the DREs and Inspectorates, ese forms, replacing the older data reports, conudn crucial 
information for the Inspectoratcs and the DREs. By sending them dhctl to the central computer 

f r unit, the re ional bureaus arc not able to perform the testing and contro of the data, nor do they 
have the in ormation they need to do their work. The central computerized unit should return the 
f m s  after recording the data. Everywhere in thc DREs, we were told that the forms were never 
returned, which has pnralyzcd one aspect of their work* 

At the central level, the team was made to understand that it was better to postpone the 
decentralization and reinforce the capacity of the central level because, the evaluators were told, the 
DREs do not have the (local) material or human resources at their disposal to cany out the 
decentralizatior1.27 Whmver we passed on this infonnadon and asked for confirmation (the DREs 
of Bamako, Koulikm, and Sikasso), the DREs confirmed their eagerness and their impatience 80 
begin with the computerization and testing of the data. 

The DREs made their wish more explicit when they assured the evaluators of their capacity to 
provide people for the training, but they expressed their dissatisfaction about the training of some 
of the representatives, which they considered inadequate and insufficient (they w m  trained for 
IBM computers, but they were sent Macintosh). The DREs of Bamako and Koulikoro, who 
received the computers, are waiting anxiously for the additional training of the already identified 
re resentatives, and for equipping the offices which should be housing the ~ u i p m n t .  The DRE 
o ! Sikasso is anxiously wartrng for the renovation of the buildings w that it can shelter the 
computer unit; the representatives to be uained have alxeady been identified. These delays seem to 
result equally from the actions of the BWP and the DREs. Everywhere, the DREs m demanding 
the decentralization of all Project activities.a 

Other problems evoked by the various staff involved in or appointed (actual or proposed) by the 
EMIS activities include: (i) the existence of two separate questionnaires sent to the schools by the 
Project and the Bureau of Education Rojects; (ii) the various actors in the system; (iii) the delay in 
the printing of the annual statistics for the years 1991/1992 and 1992/1993, thereby preventing the 
school principals and the IEF who arc outside of the data processing circuit, to publish their 
enrollment rep0rts.a 

Finally, since the beginning of the implementation of this component, we have not seen the 
establishment of the introduction of systematic procedures which would help decision-makers at 
the Ministry to use the information, the figures, the data, the analyses or whatever other 

-- -- 

a6 -- 'This is wrong. The schools nevu send the forms directly to the central level, not even to the DRE 
Wegional Bmcaus]. 'The evaluator asked my colleagues about the channeling of the investigation forms on school 
enrollment, but he [pobably did not understand]. He should have nad, first of all, the two documents named 
"Refam of he Infcmnlltion System in the Fundamental Educationn (August 1992 and June 1993) and "Suggestions 
for an Information System: the Case of Koulib." He would have ~ e e n  the chart of data channeling from the 
schools to the central level and the outline of the decenaalized system which the component suggeslcd in June 1992, 
which gives the DRE the responsibility of data pocessing. Besides, the evaluator contradicts himself below." 
(nmarks by Daniel Gifondorwa, Technical Advisor in charge of Management Information Systems, ABEWUSAID 
p"t) - 'Wh! is the antral level about? In any case, dcccnhalizatia, today is a national option and all the 
s m t u n s  are in place ro implement it" (remarks by the Ministry of Basic Education) 
a3 - "RcRegsrding the Ftgionalization, the institutions managing the component are at fault. The technical 
advisor is ncx concemcd with the educational policy or the management of the education system. He ie ther to 
provide the m x s m y  tools." (marks by Daniel Gifonbrwa, Technical Advisot in charge of Informatiofi 
Management Syslans. ABEUUSAID Reject.) 
28 - "It is not f a  to say that the enrollment repom are made in the IEF from the statistics report done at the 
central level d the ampamt" (nmarlcs by Daniel Gifondowa, Technical Advisor in charge of Management 
Information Systems. ABEUUSAID Rojcct) 



information in the decision-makin rocesrrcs and formulations of polici~s,~ AS to the limitations 

2' resentcd in the possible establ f s R mcnt of such IUI information system, which would be under 
alian management, they can be sumrncd up as the following: 

an overload for the Directorate of Administration and Finmcc (DAP), which is res nsible for 

Elquipment;31 
8" its tfaditianal activities and those left behind by the National Directorate of Sckod lanning and 

the shortage of qualified staff at the Dimtorate of Administration and Finance for this kind of 
activity; 

the structure of the Dircctomte of Administration and Finance, not ready to accommodate the 
EMIS component, the functions or the technical assistance; 

the concentration of the activities at the level of the technical advim, and 

the expected guidance of the EMIS component by an office, which was until only very mently 
not yet operational: the Planning and Statistics Cell. 

The other activities of the component, such as tk.e design of the school map and the impmvemcmt 
of the staff and budget nlanagement axe aircady under way or will be in the years to come. Overall 
it is becoming appamt that a mom efficient planning and management are necessary. 

Next Steps -- As it is the wish of the regional directors and inspectors, it is therefore important to 
proceed to the transfer of technical competence for an efficacious and adequate training of the DRE 
workers and for the effective installation of the regiond units. At the national level, the Computer 
Cell must work jointly with the Planning and Statistics Cell or trslin Malians to work with them so 
that after the Project, the Ministry will be tibic to continue the work with the adequate technology. 
Considering the serious criticism of this BEEP component, and given the important contribution of 
an EMIS for the planning and the monitoring of the education system, it is paramount to question 
all the aspects of its implementation plan. 

Generally, the following initiatives may prove useful and important to the subsequent development 
of this component: 

i. for the DREs to assume certain recurrent expenses for EMIS; 

ii. to institute an effective guidance capacity for EMS through the new Planning and 
Statistics Cell, by finding a location and transferring the technical assistance there 

30 -- 'This is wmg. Thanks to the component, the decision-makers and researchers always have access to the 
infomation. Wilhout h e  component input, how could we manage the distribution of school manuals? How could 
we think about SM esnsfcrs? How could we know the status of the scholarships that have been given? How could 
the project of c&g indiaum be c&cd out without statistics? How could the Ministry and the donors know the 
varying emllment rates in rhe schools? How could we learn about the existing basic schools? The component has 
d m d y  begun collecting dm on the K&c schools (see the appendix to the statistics repom), etc.? How about the 
statistics regocrs menrianed by the evaluator in this q m ~ "  remarks by Daniel Gifondorwa, Technical Advisor in 
charge of Manrrgement Marmation Sysms, ABEWSAID Rojact) 

31 - "It is not correct to explain the non-implementation of the EMIS component. .. by: the DAF overload, 
its shortage ofqudifkd Mad its lack of anparetion in clccommodating the EMIS. The cause must be found in 
the work habits of tbe technical advisor, which has operated mainly in a vacuum. The transfer of technology did not 
take place. On the aha W, the Planning and Statistics Cell (CPS) has been operational for several months." 
(marks by the Ministry of Basic Education) 



Hi, 

iv. 

v. 

vi. 

vii. 

physically, prepah terms of mfcmnce for the unit and the workers, and with the 
recruitment of a qua1 f fied sraff., 

to articulate indicators of planning and management for the three levels of education 
management (national, nc&nal, and local); 

to make the offices sol posed to house the computer quipment operational, as soon R& as possible, at the D a; 

to orgaroia a complamentary training for Ihe staff of the DRE and the Planning and 
Statktics Cell who are involved in the collection, processing, and analysis of the 
school %rttistics, and to conceive new terms of reference for the technical advisor, 
by giving primary importance to (i) the regionalization, or decentralization of the 
technology and the management of the Education Information Management System; 
and (ii) the malianization pmess of the component, with a complete transfer of 
technology; 

as for the staff, update the registration from January to February 1992 and to 
choose applications for staff terminations; and 

to smdy the indicators and other data that an in the process of being collected, with 
the intention of developing them and determining their relevance and usefulness at 
each level, when n conference will take place. This could start by an ongoing 
dialogue betwcen the staff attached to the Information Management System and the 
technicians rand administrators of the national and regional bureaus so as to ensure: 
(i) the identification of pmincnt information; (ii) efficient and understandable 
plloccdaulcs for the collacaon of the information; (iii) a working analysis of the data; 
and (iv) an adequate distribution of the results. 

C . Management Technical Auistance 

Agencies and Individuals Consulted -- The evaluation team contacted the various persons 
involved, is. the officials and beneficiaries of the Roject at the national and regional levels of 
management and administering of the schools in the regions covmd by the Project. Some of these 
people are associated with the donor agency (USAID), including the advisors recruited by USAID 
to implement the Roject (ABEL) -- particularly in the m a  of' regional school administration -- or 
the national or fcgional institutions of the beneficiary country, in particular the DRE of Koulikoro. 

At each meeting or interview, the partners or beneficiaries wen able to express their opinions on 
the pertinence of the component's objectives, the results gained, the implementation difficulties 
they encountered, and their recommendations for future directions. Similarities between 
viewpoints were point4 out wilenever possible. A number of exchanges thus took place around .- 
the possibilities of capitalization and internalization of the administrative capacity and staff 
management within the institutions of the educational sector in general and of the basic education 
sector in particular. 

Objectives -- In the Summary of the Project, BEEP is presented as a contribution of the 
Government of the JJnitd States of America to the consolidation efforts of the education sector in 
favor of basic edrxation. Ln the document, the education sector is characterized by an insufficient 
budget and by rn inadequate employment of human and financial resources invested in that sector. 
The central ubjcctive of the Project is then to improve the performance of the basic education 
system, which will be regularly monitored, quantitatively and qualitatively, throughout the duration 
of the Pmject. bbPcrfomance" here refers to the scholastic results of the children, as well as to the 



management and administration of resources -- human, material, and financial -- devoted to the 
education sector. The Management Technical Support co nent was established to improve that 
performance by ap lying an a pmach largely based on e strategic use of precise data. This J R 'r 
c'"''r' ent is link closely to t e Education Management Information Systems component, which 
has t c objective to: 

create a management information s stem to su ply information for the monitoring and 
evaluation system in conformity wi t l  the condl a onalides, and planning procedums of the 
World Bank consortium (excerpt of BEEP'S Orant Agmcment, August 1989; Annex 1, 
p.4) 

The objective of the component is best and most clearly defined in the first Amendment of the 
Grant agreement, which was just mentioned, to "expand the management capacity at all levels of 
the hierarchy of education." This would allow the education sector to expand and have at its 
disposal -- at the national, regional, and local levels -- analysis, evaluation, and planning action 
capabilities based on reliable data. The Management Technical Assistance component is 
responsible for helping, at all levels, the decision-makers and the beneficiaries of the education 
sector to look for and utilize information in the decision-making processes and the creation of 
policies. 

Malian Agencies Involved -- Within the Ministry of Basic Education, the major institutions 
involved an the Administrative and Financial Directorate WAF), the Planning and Statistics Cell 
(CPS), and in the regions, the DRE of Koulikoro. (The DREs of Sikasso and SCgou arc also 
involved, although wth less focused initiatives.) It is worth mentioning that the improvement of 
the management capacity (of personnel, equipment, and finances) and planning concern all 
education sector officials, particularly the national directors, the assistant national directors, the 
heads of division, the heads of departments, the regional directors of education, the heads of 
division of the DREs, the inspectors of fundamental education, the academic counselors, the 
pedagogical advisors of the Inspectorates of Fundamental Education (IEF) and finally, the school 
principals and the APEs. 

Strategy Developed -- Originally, the Roject was supposed to set up, together with the 
Administrative and Financial Directorate (DAF), the National Bureau of School Planning and 
Equipment (DNPES) -- disbanded since -- the DRE of Koulikoro, and apart from the necessary 
equipment, long-term and short-term technical assistance which would help to implement some of 
the following tasks: 

Policy and planning analysis; 
Administrative and financial management; 
Education expansion project execution; 
Reinforcement of technical services and data gathering, processing and distribution 
methods, including the computerization of these services; 
Establishment of Regional Pedagogical Centers; 
Coordination with local authorities (APEs, village cornmi ttees, local governments, 
etc.) in the management of fundamental community schools; 
Assistance in organization, management, and transfer of staR and 
Help in the outfitting of a Planning and Evaluation Cell within the education sector. 

Key Questions -- The key questions of this component can be summarized as follows: 

1. What is the nlevance of the Management Technical Assistance; particularly regarding: 
the Ministry's objectives and those of the DREs; the strategies used and the activities 



implemented; and the involvement of the employees of the Ministry, the DREs, and 
local people in the decisions and sctions of that component? 

2, What measures w m  adopted to sustain and internalize the accomplishments of the 
corn nent; particular1 regarding the institutions or structures to be retained, the 
out R" tting of offices w i' th equipment; staff training; staff mobility; and the future 
tendencies or directions of the component? 

Component Implementation -- This component should be implemented partly by the National 
Directorate of School Planning and Equipment (DNPES) and partly by the Administrative and 
Financial Dhtorate. In the first amendment of the Orant Agreement, the Project was to 
technical assistance to help rhe Malians establish and reinforce the Regional Pedagogical gg 
These centers were to house the "cascade" teacher training activities and offer assistance with 
curriculum and provlde teaching material editing services as well as information and advice on 
teaching and management aspects of the fundamental schools. The component interventions that 
were directed towards the regional and central authorities included the assistance in the areas of 
policy and planning analysis, financial and administrative management, project execution of 
educational expansion, and the reinforcement of technical services, especially those involved in the 
gathering, processing, and distribution of the data. 

This component was actually abandoned for various reasons, although some of its functions have 
remained and have been incorporated in other components. One reason for relinquishing this 
component is the absence of ministerial authorities ready to take on these responsibilities. This gap 
is evident in the difficult collaboration existing between the Education Management Information 
Systems and the Bureau of Administrative Affairs. However, one should say that the major reason 
lies in the absence of a technical advisor, who is capable and accountable for providing the 
necessary expertise in management and administration. The individual who was to take this 
position was assigned other responsibilities, though still in the management domain. Jim Toliver 
was appointed as a technical advisor for the regional school administration, a position mated by 
USAIDIMali for the sole region of Koulikoro. 

In spite of a difficult beginning and the vacuum mated in the anticipated technical program -- due 
to (i) a lack of clarity in the component objectives (please refer to the Grant Agreement of 1989), 
(ii) the discontinuation of the National Directorate of School Planning and Equipment by the 
Government at the end of 1989, and (iii) the difficult choice of appointing a long-term technical 
advisor responsible for the whole component (not yet chosen to date) -- some important activities 
were able to be carried out by short-term technical advisors or by other BEEP components, like: 

a xecording of the personnel of the Ministry of National Education, which began in 
September 1990 and was published in 1992; 

a study of needs of the Ministry's personnel in formal and in-service training 
accomplished in September 1991; . - 

the planning conference at Selingut! (February 10-14, 1992), which focused on 
training, infrastructure, monitoring and evaluation, and management; 

the in-service training conference for the school managers (April 1-July 31, 1992), 
gatMng all the directors, assistant directors, heads of division, and heads of section of 
the four national bunaus of the Minisay of National Education (MEN). 

at the level of the regions, two workshops took place in S6gou and Sikasso for the 
DREs, the inspectors of fundamental education, and the heads of division of the 



Regional Bureaus of Education. The District of Bamako, the D,OE of Koulikoro, and 
some inspectors of other regions in Mali attended the workshops irr Bamako; 

a study conducted on the nnel of the Ministry of National Education, between !- August and September 199 ; and 

a study on the  form of the information s stem in fundamental education, in order to 2' am the conference on management in annation systems, which took place on July 
=d 29,1992 in Bamako. 

It is also worth mentioning that, in 1992 and 1993, the In-Service Training component 
administemd two modules regarding school and classroom management issues. In padcular: 

the operation of the FAEF, the conditions surrounding access to school, the 
identification and sensitization of the schooling population, and the inventory of a 
school heritage; and 

the preparation of the annual statistics report for the beginning and end of the school 
year, the inventory and identification of renovation needs. 

The personnel involved in these modules were the school principals, the first-grade teachers, and 
the pedagogical advisors of the anas covered by the Project. 

Ihe mgional school administration activities of the technical advisor in Koulikoro served somewhat 
as a pilot program for the other regions. Certain interventions launched by USAID in all regions 
covered by the Project -- e.6. the FAEF and the computerization of the DREs -- took advantage of 
a truly consistent support tn Koulikoro, which had a tremendously positive impact. Although 
some criticism was expressed about the presence of an expatriate for a somewhat logistical post 
(i.e. "why should we pay for a foreigner when a Malian could do the same work?"), the superior 
results in Koulikm cannot be ignored when comparing them to the same initiatives attempted in 
the other regions under the auspices of the Project. DRE officials of Koulikoro axe the first to offer 
this view and suggest three possible explanations for this situation: (i) a foreigner is not distracted 
by cultural, political, social, and familial obligations as a native would; (ii) the expatriate is more 
knowledgeable about how USAID works and how to make it work; and (iii) the expatriate 
represents, for the local inhabitants and autlmrities, the donor's entire commitment to this activity, 
thenby eliciting more cunfidence and interest. 

1 
The specific actions which benefit from the technical assistance of the regional school 
administration advisor in Koulikom concern the following: 

a thorough recording of the conditions and needs in buildings and classrooms of the 
383 fundamental schools of the region, including data collection on schooling, 
relationships with smunding communities, and the school identification card; 

a sensitization of the communities and school personnel about the FAEF program; 

a training seminar for community members to participate directly in the management 
and decision-making pmess concerning the school and the education of their childnn, 
and a program (anticipated for November 1993) of subsequent seminars to train and 
elicit individual community participation (in 41 districts) in the maintenance of the local 
schools; 

, the formal assessment, by written request, of the Inspectorates of Koulikoro, on the 
conditions of the buildings and classroom furnitun, the management hformation and 



archive systems, transportation, staff, trainin uipment, and the hierarchical 
coordination of each Inspectorate of the D M  of f '  ouli "I, oro -- the final report was at the 
outline stage at the dmc of the present evaluation; 

the implemcr~tation of the book-keeping and inventory systems for the rccciving and 
monitoring of the material pmvidcd by the Reject; 

;he con? uter training of the sti~ff of tho DRE (performed by the Management 
~ n f o ~ n  system component), using IBM canputm32; a d  

the introduction of a new filing system at the DRE Koulikoro, with accompanying 
training for its implementation. 

The recording of school conditions was presented in the document "Assessment of the 
Infrastructure of the Fundamental Schools in the KouWw Region." This initiative was essential 
to the planning and bud etin of the assistance in school furniture for the ngion, thereby helping 
the Roject to prioritize (R. e sc tf ools most in need. The sensitization concerning the FAEF provoked 
a considerable ies nse, outnumbering the requests of the other regions as well as the available 
resoumes of the J'O und. According to the director of the DRE of Koulikm and the technical 
advisor who works with him, the overall actions had an impact which goes beyond the relatively 
simple transfer of expertise and the documentation written below. More specifically, they 
observed a perceptible level of interest, energy, and trust, demonstrated as much by the employees 
of the DRE as by the schools and communities (more evident in the large number of requests to the 
FAEF) with whom they work. There arc no miracle stories, but the importance of a high morale in 
the staff of the Regional Bureaus and the Inspcctorates, especially given the school conditions in 
Mali, should not be minimized. 

Maybe the most striking conclusion ftom this situation is the possibility of soliciting the active 
participation of the population -- i.e. employees of the education sector and community members -- 
when the assistance is organized in a collaborative, consistent and comprehensive manner. The 
component dealt with a large range of issues, targeting mostly the principal preoccupations 
identified by the officials and beneficiaries directly involved. The technical advisor was constantly 
present in the field. And each partner seems to have been conscious of his or her particular mle, 
and to have fulfilled it, with the regular assistance of the technical advisor, according to his or her 
technical capabilities. 

However, at the level of the center (the Ministry), the absence of a long-term technical advisor in 
charge af the component, the discontinuation of the National Bureau of School Planning and 
Equipn~ent (DNPES) in December 1989, and the constant staff mobility at the level of the 
Admitustrative and Financial Directorates (DAF), constitute the chief limitations encountered in the 
implementation of this component, which seems a little to have been exicuted by fits and starts. 
All was not msy in Koulikoro either, where problems can be summarized as a lack of sufficient 
consistency with other aspects of the Project, including other components and the top officials of 
USAID/Mali. For example, the conference on community training in school management had to be 
postponed because it conflicted with other conferences. (Other components complained of the 
similar conflict, with other components and activities programmed by the Government.) Another 
example is the considerable response roused by the sensitization of communities for the FAEF 
which outstripped the current available funds for the intervention. The negative impact mated by 
this disappointment is difficult to assess. 

8 - After the mining, the DRE received Macintosh computers, for which it is still awaiting fcr more 
appropriate trai~iing. 



Recommendalions, Strategies, and Future Trends -- The objectives of the Mana ement f Technical Assistance component are #till currant at the local, regional, and nationa level, 
Decentralization will raquim even mom pressing needs for the development of data collection and 
pmssing capabilities, planning and assessment of the education system, because of the type of 
communication Hnks that exist betwan the regions and the center. 

Meeting the needs for training through short-term interventions will not be sufficient alone to 
stimulate succerrsful and sustainable achievements; apart from setting up a management technical 
assistnnce, it is necessary to: 

1. describe the tasks of the various positions at the national bureaus of the education 
sector, in order (i) to inform those who need to carry out these tasks and (ii) to achieve 
gradually a consistent mitmcnt (the same is true for the DREs); 

2. establish routine and formal channels for the regular dissemination and processing of 
the data concerning the state of the fundamental dUCBtion in Mali; 

3. determine the needs for formal and in-service training of the employees, with the 
following objectives: (i) the establishment of a management capability, and (ii) the use 
of data in the decision-making and articulation of policies; and 

4. the formulation and implementation of a new amendment tc the Grant Agreement, 
which would include non-project assistance, with disbursemnts contingent to meeting 
certain task quirements mentioned above in (1) and (3). 

In order to consolidate and sustain the initiatives launched to realize the regionalizadon of the 
administrative and financial management of the sector, the experience of Koulikom needs close 
examination. The model is quite pertinent. The responsibility, on the part of DREs and the 
Inspectorates of Fundamental Education, for material and equipment, mning, monitoring ~ l d  
evaluation, and funding obliges the local employees to adopt a culture which is still new to them; 
essentially, a culture of transparent book-keeping. Limited ex ertise may represent less of an P impediment than socio-cultural pressures. If the relatively simp e efforts by ABEL's manager to 
transfer Rojtct vehicles to the regions provoke a grcssive reactiocn regarding book-keeping f norms, one can anticipate greater difficulties with urther regionalization initiatives. A forei n 

what he or she represents. 
B advisor could prove very useful in such a situation, as much for his or her technical expertise as or 

D. Girls' Schooling33 

As for all the Project's components, the "fourth generation" evaluation method was used to gather 
information and perspectives on BEEP'S Girls* Schooling component. Those partners most 
interesting to the evaluation mission were the following: the USAID technical advisor for girls' 
schooling, the Malian staff of the national and regional girls* schooling cells, and the APES and 
students, who arc directly involved in the component activities. Also included are indirect actors, 
such as the technical advisors and staff of the other components, the ministerial officials, the DRE, 
the Inspectorates of Fundamental Education, and others wha have contributed their opinions on the 
unfolding and progress in this ana The following people were contacted in particular: 

3 - Please refa u, rhe general marks of Mrs. Mara Yakhad Soumano, officer of Ihe National Cell of Girls' 
Schooling, N t t i d  Dirrctonse of Functional Literacy and Applied Linguistics (DNAFLA) and Mn. Komcoumou 
KonfC, Technical Advisa. Girls' Schooling component, in Annex G. 



USAlD officials; 
Staff of the DRE of Bamako, includin the chief administrator, the school principals 
and teachen, APE re sentatives, an DRB staff involved in she irn lemantation of 8" d 
caut"*mr P en& ( irla' Schooling, Infonnadon Systems, and Schoo Statistics; 
Staff of the ational Burmu of Functional Literac and A plied Linguiotics (Direction 
Nationals & 1'Alphabktisation Fonctionnells at e Lingu stiqoce Appliqda) and of the 
National Institub of Pedagogy at the Ministry; 

d' P 
Staff of the National Bureau of Fundamental Ilklucadon, eupecially the national cell in 
char e of the atria* Schooling, to ether with BEEP'S technical advisor, f ~ a l t n  staff involved in the real zation of rnivities organized adad supervised by the 
component in the regiona, a8 idly the re onal directors, the inspectors, pedagogicid 
advism, school teachers an $ncipals, A k  rtEscntativns, and other adminiamtors 
and technicians d a t e d  to the RE of Bamako, ulikom and Sikasso; and 
in Bougouni, the pedagogical advisors, the ~lchool principals and teachers and the 
APES. 

Objectives -- The goal of this component is an increase in the firls' vrticiptttion md 
opportunities for success in school. In order to achieve this goal, the ollow ng O ~ J ~ C ~ ~ V C S  m 
tackled: (i) i n m e  enrollment and retention rates; (ii) increase promotion rates and encourage the 
girls in their studies; (iii) im rove the qualit of the teaching for girls; and (iv) increase the 
participation of the female teac 1 ers in the schoo r s. 
Strategies -- The interventions conducted by the BEEP Girls' Schooling component were 
designed back in 1990, at the beginning of the Project, in the document "Oirls' Schooling: 7 Pilot 
Projects." This document constitutes the initial plan and included the following components, 
adapted from similar pmjects in the developing world -- e.g. Nepal, Bangladesh, and Ouatcmala. 
The original conceptualization is the following: 

Project 1 

Project 2 

Project 3 

Roject 4 

Projact 5 

Project 6 

h jac t  7 

the increase in female participation in the educational system of Mali 
through incentives and improved work conditions; 

the establishment of conditions and contexts favoring womcn's 
participation in the aairing of teachers; 

the initiation of informal educational progms for women's 
education to fnc women from pcnnanent child caxe responsibilities, 
for example adult literacy, daycm, morning classes for unenrolled 
girls*, and flexible school hours to accommodate housework, in 
particular; 

the implementation of scholarship and award programs or prizes for 
the girls coming from unfortunate backgrounds but who keep 
attending school; 

the design of teaching pmgrams which minimize thc differences 
between the sexes, but which at the same time favor topics that are 
most relevant to the girls and their parents; 

the implementation of a media campaign to inform parents of the 
advantages of a female education so as to encourage the adult 
population to send them to school; 9rld 

the implementation of complementary activities to the media 
campaign, including especiaily direct contacts with mothers. 



The tcechnbal conrultant for the compnont stated that flve of these projects arc currantly In 
ration, but that the cumnt implamantadon of the adon plan dvided into mvcn conotituents 

X e t g 4  in s e v w  ways, even fa ihc projest8 which was rminuinai.  or example,  act 4 -- 
scholarships and prizes -- has chiefly baoomc a competitive examhadon with a prla distribution to 
the girls and boys who are at the of their class, and to the ahwls who recruited most girls, 
This activity and the media cmpa "P gn saem to have dominated the efforts of the staff of thc 
component. The prim distribution war the last intervention organized by the component and 
consequently met numerous nasponsr among the people amtactad. 

Key Quertionr -- The anal sis of the impact sf the Oirls' Schooling component can be d articulated by t b c  major ques ons: 

1. Have the quantitative objectives, such aa tho inctvase of the girls* participation rates, 
been fulfilled? 

2. What has been the impact of the strategies that were applied by the component on the 
obsmed nsults? 

3. How should the design and the implementation of the component be considerad? 

It is important to approach the discussion with an overall appreciation, and to consider the 
fundamental conccgtualization of the component. 

Back in 1992, rn evaluation of the Girls' Schooling component conducted by the African Research 
and Technology Unit of USAID/W (ARTS) concluded that the actions of the component were 
mostly conducted without an adequate undaJtanding of the significant factors which influenced the 
decision of girls (and their parents) to attend school. This means that the choice of intervention 
was based rather on anecdotal and impnssionistic familiarity with the topic rather than on objective 
and thorough local research. The use of the lessons gathered from similar pro'ects in other 
developing countries is very positive. Nevcrnheless, there is also t i  disadvantage in &wing the 
components of them other projects without a thorough study or adequate understanding of the 
origin J context from which the strategy is drawn. This context encompasses the social and 
cultural milieu in which the project is unfolding as well as the complementary actions of the 
activity, which include fact06 that are directly andfor indirectly related to a gMs* education 
program. Tht adaptation of such interventions borrowed from foreign corntexts, however carefdiy 
selected, to the situation in Mali requires a level of research not found explicitly in the texts or 
discussions which the team consulted at the time of the evaluation of this component. 

Similar concerns wen reiterated upon several occasions, albeit expressed differently, by the 
USAID staff, the other technical advisors, and various officials of the Ministry and the DREs. It is 
clear that the strategies developed and implemented by the staff of the component are based on 
judicious remarks and that they target xed issues vis-h-vis female school participation. But 
conducting a media campaign for the pmmotion of girls* schooling does not exclude major factors 
which prevent the realization of the objectives sought. In short, neither the advertising nor the 
prizes themselves will eliminate a improve the conditions which provoke the greater dropout rates 
or dismissal of girls than of boys.34 

This being said, the indicators still show a positive, consistent tendency in the collected figures. 
USAD has pointed out, for example, a steady increase in the gmss figures for the girls* schooling 

31 - This amclusicm appears in studies on girls' schooling in Mali (cited above) and in Guinea (Tieljen and 
L a m b  1992). 



In the fundamental schools in Mall, from 115,300 (16.16 cart for irls of schooling age) in the B;P" P f'irut six grades in 1989 to 139,430 (18.74 pos cent) In 1 2, It has a so p i n t 4  out a sianificant 
incream for the pl~ -- from 25.2 to 27.2 per cent -- in the completion ruts for thc sixth #rule. 
However, BEMP s Monitoring and Evaluadm nport flndr it difficult to asertain if tha Project haa 

Them an other factors which explain why these conclusions we difficult tc? confirm by the ,wesene 
evaluation mission. There are no indicators of im act cus a result of the iru~rvcntions nor ti ures 
since the beginning of the Project that date  dim if y and uniquely to BBBY initiatives. The f ocal 
authorities sate, for example, that 1,403 more girls were recruited this yew in thc Sikasso region, 
than last year." But it is not known if these positive tendencies are due to the sensitization 
campaign or to the general enrollment rate increase and the classroom renovation8 and 
constructions, which permitted a marked incnase in the recruitment Pates for boys and girls. It is 
evident that female participation in the fundamental schools is on the inmasc, as stated earlier, and 
that the joint efforts around this goal, even though they moly nos be singled out, have a positive 
effect. That is why the actions must be maintained if not amplified, but it is necessary to ascertain 
how to maximize their complementarity and make each undertaking efficient.n 

The fourth generation methodology applied in the evaluation of this component has made possible 
the identification of a certain number of problems, which are inorinsic to its implementation. 
BEBP's Girls' Schooling component began in 199Q with a technical advisor mponsible for the 
conceptualization of the program of action with the National Dimtorate of Fundamental Education 
and other partners (APES, key individuals, women's associatians). Two years later, in October 
1992, the decision # 088VSECEB placed the Nationd Girls' Schooling Cell under the auspices of 
the National Directorate of Fundamental Education.m This cell was responsible for the design and 

35 -- 'The evaluation report in question is the ow wrim in July 1992 by the Monitaring and Evaluation 
team. This evaluation was based on an evluation quesdonn.th, which included only two questions ngarding girls' 
schooling: (i) an tbe children gmpd by gender in the clrJslwm?; (ii) docs she teacher ask l e  girls questions in 
class? It seems obvious that rhese two iwms arc not enough to umclude W the 'Project had no impact on girls' 
schooling ... It would have been advisable to analyze the slotisticti relative to tbe enrollment, tepetition, and 
dismissals from the bqinning date of the Fmjcct up to July 1992, date of the evaluation.' " 
@marks by Mn. Y W  Soumano, offlar of the National Girls' Schooling CeU. DNAFLA) - "At the various meetings of h e  Inspectorates peparatory to the beginning of the school year, the 
school principals tad been asked to sensitize the studcnt rac~itment offices so as to -each a certain quality between 
both genders. Witbout mdemtimating Ihc other factors, we ahink that this decision smngly influenced thcl, 
racmitment of 1,403 mom girls than last year." (marks by M'Bo &, Regif nal Director of Education, Sikasso) 
31 -- "It is lmduriabk that the number of teclr3itad girls hm h u e d  Imm 1990 to 1992 in the four legions of 
the Project, even if thc: npon mly mentions the a w  of Sikasso. Only a specific study could precisely awertain the 
reasons for this fermlt nauianent incltase. The pint actions of the various components of the Fourth Project 
embk the realizntiocl of rhese objectives. It would be prcpmtetous to think that the sole activi'ies of the Oirls' 
Schooling cornpowat re abk to rralize the assigned objectives." (rrmarlcs by Mrs. Mara Yakhad Soumano, Officer 
of the Ndonal Girts' Schooling CeU, DNAFLA) 
38 -- "With tk decision I) 0882JSECEb of the 28 December, 1992, the National Girls' Schooling Cell is 
responsible for the &sign and implementation of the national policy outline in the area of girls' schooling and for 



implemntadon of a national policy outline in the area of irls' rschooling, and it was to ensure the 
coordination and technical supsnidon of the lad and xuBfo11al oils. - 

Lm 

f -rhti delayed creation of a rlational ccll, after a five-year action plan was established and several . ? rogional cells were alread in operation, to, organiza the development of female education, r engendered misunderstand ngs between the offlcanr of the national and regional cells?0 This 
situation was exacerbated by tho fact that t h m  was no change in the Project's technical advisor's 
term of reference with the establishment of the national cell, Both demand a clea~er d c d  tim of 
their n p t i v e  reaponsibilltics and uus of intervontlon as well aa the definitim of a colla&wative 
strategy. 

Interviews with the vdous participants mabled the evaluation team to ascertain clearly that there 
was considerable discomfort within the central team msponsible for the implementation of his 
component, and st all levs,ls. At the national cell level, the feeling was ex sad that hen was no P" true possibility ot'imgact on the program, having jumped on the train whi e already The 
officer a f h s  her strict adhesion to the pmgrams and action plans of the regions. The men who 
are working at the National Cell did not ask to be there, and declare that the Girls' Schooling 
component is an idea sf wc donors. They apparently do not see its necessity, and would have 
p r e f d ;  this component to be an integral part of the general struggle against illiteracy and have 
advocated a system that would ensure equity between the different regions. 

At the level of the ~gionel cell of Bamako, the feeling was expressed that then was an overla of P responsibilities and areas of intervention between the national and regional cells. At the level o the 
regional cell of Koulikoro (which, according to the technical advisor, was established u on 
rrcommendation of the national cell), the staff membas have the fceling of kin merwhclmd by f the national ceU, which decides everything for them, they say.41 We were to d that the central 

ensuring th coordination and technical supervision of the local ml r e g i d  cell. As such, we believe that it is 
mponsibb f a  wnceiving programs in the direction of the Natiotlrl Policy, by talting into account the basic: needs 
and implananting them with the help of f.he local and regional cell. F a  example: the regional cell were to suggest 
selection criteria for the winmra d Ihe 1992-93 school competitions. Only the inspactorates of Bougouni I and I1 
have made suggestions, which gave the basis of the selected crltaria (The message was communicated at the time of 
the achod visits in January 1993). ?he regions were also to 11cct the kind and the quantity of awards." (marks 
b Mrs. Mara Yakhad Soumpno, Officer d the N o t i d  Girls* Schooling Cell, DNAFLA) -- 'The action plan mcntional is purely indicative, not at all dogmatic. It is surprising to read, in this 
pmgraph: 'The Officer of the National Cell (who feels that she does not have any initiative) ...' She can take 
initiatives; othawb ha position could not be justified. 'Ihc annual 1992-93 program was designed by the National 
Girls* Schooling Cell. the Coordinator and the technical help of a USAID consultant from Abidjan. This program 
was then subnittad f a  rp~roval by the National Directorate of Fundamental Education (DNEF), the B w u  of 
Educatiaul RDjacU (BPE), and USAID. Nonetheless, it remains (understood) that a clarification d responsibilities 
ktw#n h e  Coordiwcr and the Officer of the National Girls' Schooling Cell regarding the decisions to make in the 
financial ma, is of high necessity." (ranarks by Mrs. Mara YalrharC Soumano, Officer of the National Girls' 
Schooling Cell, DNAFLA) 
40 - "In spite d its slow start, the cell is working jointly with the Coordinator to design the program of . . 
activities of the oompmnt On top of that, she helps out the mgional structures in he design of regional plans of 
activities Conmy ao what has been mentioned, I quote "the men who am working at the National Girls' Schooling 
Cell did not ask to came he... to enlsolte equity between the different regions." The men stated they weae civil 
suvants willing to serve where needed. They n d e d  that the e d h  policies are mt at all discriminatory; but 
if within the frsmewark of the USAID/Ministry axpzation, a particular program is devoted to girls' education, this 
can only inxerse Ue potential for the realization of our objectives." (nmarks by Mrs. Mara Yakhad Soumano, 
Officer of Ihe Natiaul Girls' Schooling Cell, DNAFLA) 
41 - 'The Regiatral Cell of Kodikoro was established though a memorandum of the Regional Director, who 
had been hsmmd to & so by the Natisnal Cell. 

All the rnissians initiated by the National Girls' Schooling Cell were carried out with representatives of the 
nspective Regional Wuks and Inspectorates: likewise in all the other regions of the zone of Ihe Project. A 
vehicle poMem mm only in Koulilcm, during the last prize distributim ceremonies. As they were 



agency was tho one which decided and programmed the missions within their mgion; thm am no 
mats r o w e d  far them aboard the vehicle# during the on-site visits. The national cell apparently 
nodfled than clearly that wora to undertake no adon which necaaitated axpanws 
and that they were to that the Rogiond Bureaus and Inspectorates could put 
at their dirposal for propun of a~dvitias.~2 

A gnat wnsa of frustration exists among the staff of  ha local girls' schooling cells in the DREs. 
They identified the obr~taclos to female educatior, the schools not attended by girls in the mgion, 
and those the &Is after the thud grub. T h y  then took upon themselves to act 
in tho= zones, by in their own language. The choices of the national cell 
(who did not but wem eventually implemented, thereby depriving; the 

region. 
local staff of any initiative and imposing decisions which were thought inappropriate for their 

At the level of tlsc regional cell of Sikasm, the m e  feelings of frustration and lack of initiative 
have been M e ,  The national cell makes independent choices and acts on its own in the mgion as 
though there wen no ru$onal cells. Moreover, the latter had to manage alone with pmticdly 
nonexistent muns supplied by the DRBs and inspectcmtes. The regi01la.l cell strongly advocates 
decentralization, wh~ch would grant it the power and the funding to cany out indepndent 
initiatives. 

Concerning the m a n s  implemented to reach the Project's objectives, the opinions am mixed as to 
their pertinence. The sensitization is almost uaanimously accepted by everyone, but some believe 

- - 
simultaneously taking place in all the regions (with tho exception of Bamako), the National Girls* Schooling Cell 
asked the support of two parsons from the RegioP9 Cell in Bamako, who had baa involved in cha procus8 since 
1991, to accompany a member of the National Cell. The Pmjact camaaman was also part of Ihe Koulilunu 
mission. But the budgat designed for the organization of the camodes included fuel under ma of its headings -- 
CFA Francs 22900 multipiied by the five inspactomtes, or 30 gdkm of gas multiplied b;J the five inspactorates -- 
LO ensue the lmnspomtion of the Inspactots, members of the R e g i d  Cell and consultants for the component in 
the inspectoram. This m p ,  which was a widapead customary practice, posed no problem elsawhem. 

?he Nadonal Cell did ask the regional structures to impkment the activities of the regional action plans 
that did not necessimte special disbursements. Indeed, the &sign of the regiwrl ~ t j m  plans was ndthw followed by 
a financial ewlmhn nor by a budget allomtion fot their impWiuroion. i t  is the National plan of action (whose 
cost was estimated to be CFA Francs 125,000,000) which is being implen mtad, it is thcrcfom logical that the 
National Cell be its mastermind." (remarks by Mrs. Mana Yakhad S~tiinm, Officer of the National Girls' 
Schooling Cell, YAFLA) 
Q - 'We haw welcorlled all the good initiatives in favor of the Girls* Schooling. However, we do not have 
funds at our disposal f a  the ogions. Some of t h m  have undertaken actions with their own means, and by 
contacting rhe lo& NGOs. (As is the case of Siltesso, where the Regional Cell and the Inspectorates of Bougouni 
realized many missions of fmsitization.) If specific prugtams am submitted, we will be able to forwrud them to 
USAJD, who has tbe last md on the sponsaship and financing." (remarks by Mrs. M a 8  Yakhad Soumano, 
Officer of the N L w l  Girls* Schooling Cell, DNAFLA) 
o - "In Sibso,  lhen are two husmtion points, so to spcak. (1) L S  Inspectorate of Fundamental 
Education lmd pbnncd a pgmn of activities, It was expactad that a confennce would occur (which had been 
pomised) in arda to do a synthesis and haves new plan of action, at the ? m l  of each region. ThL conference did 
not take pbce, bcevrse of a lack of funds. (2) The criteria for the prize distributions suggested by some of us were 
not taka into socamt For these two points, it is not nacesmy to generalize this feeling of frustration. We were 
told lRat h e  natiarrl cell is the only one who chooses and acts accordingly ... I think that this is not fair insofar as 
whenever the natiorrpl OCU was to any out missions in the mgion, one ot two members of the ngional cell added 
themselves to the nYiocml dekgation. This mixed delegation was reinfocad by the offca responsible for the girls* 
schooling at the hpccwate concerned by the visit. ?he national cell chose the place to visit. That's quite normal 
because it was suppliad a list of the municipalities by the regional cell, where the girls' schooling is v u y  low. So, 
isn't this a choice mrde dnrn the suggestions of the regional cell? I think that the fmancing of the various regiorial 
plans of action would solve all lhose problems. It is important to recognize that the National Cell also has a role 
to play." (marks by M'Bo Ba, Regiond D i t a  of Education, Shsso) 



that the cumnt format must change, as well as the ndpients,u Some teachers doubt the efficacy 
of wnrltization pro ams on radio and television in the rural mun side. Now the i r w  of girls' r '3 schooling in the ur an centen does not come up, or much less. o why sensitize 
already believe in the cause? The isrue in the citics, like in rural areas, is 
being able to accommodate everyone. The case was related of a father 
bush with his daughter and his son to the nchool recruitment. There he was told them was no 
mom available for his son, but that his daughter could be selected (because of the regulation to 
&ct all girls who show up for recmitment).. The father decided to go back home with his 
daughter and son. 

The principal stratelly used by the Project is a pnd lonsitizadon b a d  on the prize distribution 
a to the students (girls and s) at the top of thew class and ta the schools who have the highest % P1 recruitment. Even though e prize distribution is not ngarded as the award of a real compeoi on 

(the student's grader am only taken into account), this strategy is enerally viewed as having as 

(emulation among the &aecs).a 
f much an impact on the 1s (which may motivate them to nmain n school), as on their parents 

Both regional tducatow and administrators, along with the national staff, were very enthusiastic 
about this competition both at thc level of student and community and at that of the teachers and 
schools. The enthusiasm of the teachew, t i i ~  APES, and the ins tors was evident in their full P" participation in planning the competition -- scheduling, choice o the awards, criteria of selection 
for the winners, information diffusion -- as well as fm preparing all the subsequent stages. The 
collective reports on the prize distribution ce~monies reveal the same kind of enthusiasm, shared 
by the students, their parents, and the whole community. The only negative comments made about 
the actual ceremonies were: (i) the decision (consided unilateral by the USAID and Malian staff 
of the component) for the local teams organized to set up the activity not to accept all the chosen 
rizes (through a negotiation with the members of the National Cell); (ii) the exclusion (de facto, at Lt) of the members of the regional cells and of certain local personalities from the prize 

distribution ceremonies, because of a lack of room in the vehicles sent by the central omce; and 
(iii) the considerable lateness of the Ministry representatives arriving to the ceremonies. The 
popularity of the events should not be overlooked 

However, the local administrators' appreciation ft.x the long-term impact of this strategy vbuies 
considerably. Some school teachers and principals think, for example, that these very festive 
distributions may become a deterrent in the long run. As soon as the prizes decline, so will the 
populations' interest. Those of Sikasso think that the awards should not be extended to the 
laureate but to the cornmun~ties instead. In Koulikoro, the ~gional cell approves of the cumnt 
format of prize distribution and feels that one of the prizes, a storm lamp, is really appmiatcd by 
the populations in an stili lighted traditionally. An award to the schools which recruited the 
most girls and which had the lowest rates of school dropouts or Rpeaters may have, and this was 
unanimous, an impact on the behavior of the inspectors, the directors and the school teachas. 

If, overall, the relevance of the Girls* Schooling component is certainly well perceived by all .- 
contacted, its implementation is a problem at al l  levels. Everyone said that the best formula had not 

44 -- 'The sauitiution is almost unanimously accepted by everyone, but some believe that the cumnt format 
must change as wcU as i nxipienu. All right, but la them make concrete suggestions. We are open to any 
patinent suggestion." (nmaics by Mrs. Mare YakhatC Soumano, Off ia  the National Girls' Schooling Cell, 
DNAFLA) 
4 -- 'The pite distributions arc a secular s h o d  tradition. The format is related to the objective and the 
largc(s. 'Ihe suggesliorr to ex- the awards to the communities does not seem judicious insofar as the student is 
nwuded for hislha work. rnadance and behavior. Thc pilot projects, on the otha hand, will enable h e  initiation 
of actions in f anr  of the annmunities." (marks by Mrs. Mam YaWarC Soumano, Offkc of the National Girls' 
Schooling Cell, DNARA) 



yet been found, The cumnt technical advisor fwle that there is too much improvisation and not 
enough preliminary study, whbh would estubliah tho causes of the situation on a batter footing and 
allow more adaquate interventions, The program of sectorial adjltetmcnt anticipates a atudy 
analyzing the fumilial, scholastic, arrd oodological factors which have an impact on female 
participation in schools, and will sug est rsalistic solutions to improve the situation and mlnforce 
the participation of women in the teac 1 ing body. This study has not yet taken place.4B 

In all the cells (national and regional), thm are men involved in the im lementation of the Girls' 

f P Schoolin component. Thie masculine presence is somdmes negative y perceived. If this is not 
an issue n the urban centers, the opinion is quite diffexent in the rural areas. The fact that men 
dominate in the bush schools may put a brake on the mntd desirc to send their daughters to 
school or incite them to take them out as soon as they ecome women. The sensitization action 
would be mon effective with women who could serve as mle models for the benefits of education, 
as much for the parents as for the girls themselves. In Koulkoro, the strong interest from the irls f towards the women who showcd up for the sensitization is well documented; they look at em 
admiring1 and affectionately, come close to them to touch their hairdo, to look more closely how a 
scarf has L n knotted, and to touch the outfit. It is likely that this may be an incentive for the girl 
to go to school and to nmain in sch0d.47,~ 

The various interviews show that the issuc of money creates a dangerous prejudice in the 
atmosphere of this component. The excessive centralization of the initiatives (the selection of 
missions, their location, duration, and the composition of the delegations) is p e i v e d  by the staff 
of the regional cells as a means for the central staff to maximize the money earned in the form of 
per diem. The following suspicion was evoked: the p g r a m  of intervention and visits by the 
component staff conceived by the national cell, is mon influenced by the wish to maximize the per 
diem than by technical concerns. For example, for the prize distribution in its region, the ngional 
cell of Koulikoro could not understand why the national cell had sent a representative accompanied 
by all members of the regional cell of Bamako and that not one scat for one member of the regional 
cell had been T C S Q V ~ ~  aboard the vehicles. It also could not understand why the national cell 
expressly rcquk the initiatives which do not require any ex nses, while at the same time it has 
to operate in a naal area to convince the parents to send their d'= aughters to school. The regional cell 
does not benefit froam any logistics; although, each time the national cell wanted to, it could initiate 
and implement sensitization missions in the Koulikom rcgion.40 

48 -- 'The wudics focus on: (i) the socioaconomic and pedagogical factors which impede the girls' schooling; 
and (ii) the means to pmmote the participation of women in the teaching body will be able to be utilized, as soon as 
the means becane availabk." (remarks by Mrs. Mara Yakhad Swmano, Ofticer of the National Girls' Schooling 
Cell, DNAFLA) 
4 -- "The pesa~x of men in the girls' schooling cell should not suffer from misinterpretation. The girls' 
education is not a poblun which needs to be adminis- solely by women. It is a national problem which needs 
to be administered pin* by men and women. As such, the belief rhat only women must work in the cell would be 
synonymous with the establishment of segregated sewices for men and women. Such an attitude would strongly 
contradict the women's promotion policy which aims at establishing an equality between men and women on the . - 
one hand, and with the --blind policies about civil savice. The High School for Young Women (Lyde & 
Jeunes Filles) is an cstW&mmt attended by both men and women ttachers." (nnrarks by Mrs. Mara Yakhad 
Soumw~~, Officer of the National Girls* Schooling Cell, DNAFLA) 
48 -- "Caution is necessary with statements of this kind. The non schooling or under schooling of the girls, 
cannot be sokly urplrined by the factor of absence of identifiable models. It is strongly linked to economic 
constraints and b&wd sociocultural ponderousness, such as the status of women, the nligious practices, the early 
marriages ..." (mmks by the Ministry of Basic Education) 
8 -- "All deveJqnent projects are created after JUI insuff~iency was recognized in one sector. Supplemental 
means are a welcamd rdditian to the existing situation. Ihenfon, incentive measures are largely employed. As far 
as the Girlo' S c W g  annponent is concerned, the personnel involved do not benefit from bonuses. The only 
advancage (if you an all it that!) is the per diem allocated to the employee visiting a locale other than his or her 
place of residence for the activities of the component. The rates of CFA Francs 6,000 per night for those who leave 



Next Steps -- The current format of the corn nent's im lementation is so dependent on money 
that some are worried about its survival 9" ter the fun k ng is over. But according to many, 
administrative measures may be able to carry on the activider all the more so since work in that 
direction had begun befolfa tho Pm ect's inc don. Is the improvement of the cumnt rate of 
mitment  due in part to the result o 1 7  this work 

i n  the absence of indicators of impact and success, it is impossible to assert confidently that the 
inmaw in the s* recruitment rates and the dmcase in the repadtion rates of classes and school P dropouts are c result of actions initiated within the framework of the Olrls* Schooling 
component. The fact that the 1992-1993 school yeav was dcclated optional makes this estimation 
oven mom dfficult. 

Oiven the great disarray in the design, the implementation, and the analysis of the impacts, a 
complete reformulation of this component is sug ested below. Objectives, structures, and 
strategies all have to be reconsidered, In particular, f e evaluation mission presents the following 
suggestions, to be discussed collectively b USAID, the staff d h t l y  involved in the activity, the 
other staff of the Ministry at the central a,$' regional levels, the APES and the students. 

1. Articulate a research program which will illuminate (i) the current situation regarding 
female education in the areas of intervention and the country overall; and (ii) the 
various causes -- common and uni ue to some regions or various grou s -- for the low S, P participation and persistence of e girls in the fundamental schoo system. This 
program could be implemented by the national staff with BEEP'S and the national cell's 
assistance. 

2. Based on the results of the research activities, identify and initiate pilot interventions so 
as to define strategies to be promoted on a larger scale. Because of the results of the 
prrsent evaluation, it is demd important to consider strategies covering a luge gamut, 
tncluding interventions targeting the school and the girls, as well as the home, the 
community and the plants (especially the mothers). 

3. Restructun BEEP'S pmpm so as to enhmcc the collaboration between the DREs and 
the local cells in the design and implementation, and the monitoring and evaluation of 
the activities promoting female education. 

4. Enlarge the orientation and the direction, or management, of thr; sector so as to include 
the girls' schooling issue on the overall fundamental education agenda. Female 
participation and perfcr:i~ance concern all - the families, the country, the communities 
-- therefore, solutions are sought which pertain to all educational issues and engage the 
direct participation of everyone involved. The current state of the sector as an 
administrative and functional ghetto shows little promise of impact in the long run. 

5. If it is necessary to keep a Coordinator and a Team for this component -- which could 
be an additional issue to be examined -- it is strongly suggested that the establishment 
of a formal cell (or committee) composed of people from various directorates and 
services at the Ministry, which would conceive and manage a pmgnun of coordinated 

Bamako for the ngiau and the districts, and the CFA Francs 7,000 for the visits of the regional and district agents 
in che vicinity of Bamako, are hardly sufficient to cover lhe overnight, food, and care expenses (everything is 
possible during a mission). It would be unwise to think that the pcr diem is the essential objective of Lh& 
employees. C- the vehicles, we are in agreement upon the necessity of endowing the Regional Bumus of 
Education with vehicles fa the implementMion of IIIC activities of the Rojcct." (rematics by Mrs. Mara Yakhad 
Somano, Officer of the National Girls' Schooling Cell, DNAFLA) 



activities with an im act or the whole educational system. This cell would establish R contacts with the ot er ministries in order to identif and conduct extra-curricular 
activitiu which could have a positive effect on girls' sckllng. 

6. Conduct a more thorough evaluation of the sensitization campaign -- examinations and 
rims, and the media campai n -- led by the national cell and BEEP. All aspects will 

Rave to be studied -- @ti an d obje*ivcs, the apndoci in char e of its irnplsmentation, 

f S strate es, criteria and evaluation modalities, and the m a s  of ntervention -- and to be 
articu ated in another way in a new lan. As an initial tad, the trans-ministerial Girls' 
Schooling Cell (sug estion #S) cou I' d begin this evaluation and 1 4  ng activity with 

for the reprogramming of this component, 
d outside assistance. h e  ~hcrrswch activity @g8estion #I) will b ng much information 

E. In-Service Training and Distribution of School Books 

1. identification of the agencies and individuals consulted and 
description of the evaluation process 

Teachers' in-scrvia training is one of BEEP'S most important components, destined to improve 
ruching quality and equity in the first cycle of the fundamental education system. In-Service 
Training 1s not easily separable from another aspect of the Project, which is the supply of 
textbooks and manuals to the students and their teachers. To appreciate the impact of these two 
components requires contacting the several decision levels impbed, it is essential to gather their 
reactions, their opinions and their cumnt or future needs. 

The first level is the teachers and principals who manage the classroom and the school, arid who in 
that capacity arc potential beneficiaries of in-service training and of the textbooks and teachers' 
manuals. These beneficiaries depend on an Inspectorate of Fundamental Education (IEF) 
composed of one inspector and several pedagogical advisors. The Inspectorate is responsible for 
the following rnajor/principal missions: 

visit the public, private, and Koranic school classrooms and write up reports; 

assess the teachers' services and write up a report on the basis of the principals' 
suggestions; 

select the school principals; 

keep the school lists updatcd, 

establish school statistics; 

establish the inventory of school furniture and locales; 

suggest staff transfers; 

specify the needs for staff; 

keep the staff lists updated; 



suggest possiblc staff disciplinary sanctions; 

organize in-service training seminam and workshops; 

to suggest dates and places of the official examinations (end of cyclc).m 

The pedagogical advisora assist the inspector with thew various missions, in particular with the 
visits and evaluations of teachem' m i c a .  

The Inspectorates of Fundamental Education (lEF) of one ngion am coordinated and managed by a 
Redona1 Bureau of Educadon @RE), which is structud in the chart below, 

I Regional Bureau of Education 1 
I secretariat 1 

Research and 
Educatbn a d  Training DMsbn 
Ltferacy Dhrirbn 

Administrative Seoondary and 
Higher Education 

Planning Division 

DEFA: Fundamental Education and Literacy Division (division de l'enseignernent 
fondomenral et & l'&Mtisarion) 

DRF: Rcsamh and Training Division (divkwn de la recherche et & la f o m o n )  
DPAAF: Administrative and Financial Planning Division (division de la plan@cation des 

@hires odministratives etfinancikres) 
DESS: Secondary and Higher Education Division (division de l'enseignement secondaire et 

s d r i e w )  

Each Division includes several sections. The Regional Bureaus of Education @RE) depend 
administratively on the Cabinet, and tachnically on each national bureau, such as the National 
Bureau of Fundamental Education (DNEF) 

so - "Ihe hpcua f  role is not entirely limited to suggesting dates a designating the places when official 
examinations take p b .  The inspectors also have the mission to organite these examinations and especially to 
ensun their devtbpnentw (remarks by Boubacar Gaye, Head of thc Tmining Division, IPN) 



Pbdaeoe~ Schooling Examinolionr Koranic School 
Divirion Divbion Mvbion Suprviaion 

i 
I 

Sacdons: 

Schooling 0 Examination 7 
Several suptdsing missions arc expedited by the IPN, which is hierarchially of the same status of 
the National Directorate of Fundamental Education (see IPN chart in Appendix C). In that sense, 
the Inspectorate is called to coordinate the teachers' training in thc DREs. Most Inspectorate 
divisions are affected by the Project. The Trainhg Division, in particular, is responsible for 
implementin the In-Service Training (currently as~hted by USAID). The "Humanities" and 
"Science an d Technology" divisions are responsiblre for their own choice of textbooks. The 
National Directorate of Fundamental Education and, the IPN depend directly on the Ministry 
Cabinet. 

Meetings were set up by all the evaluators to look at the national and regional dktorate, and the 
Inspectorates for the four regions involved -- Bamako, Koulikoro, SCgou, and Sikasso -- in the 
Fourth Education Consolidation Pmject. Moreover, the consultant responsible for assessing the 
impacts of In-Service Training and Distribution of School Books was able in the individual 
meetings to gather the opinions and needs dative to these two Project components. 

The method used was the fourth generation evaluation method, which entails basically giving the 
floor to the people interested, without expressing judgments during the interviews. It was 
sometimes felt r?cccssary to reiterate opinions head elsewhere to the participants simply by naming 
the agencies where these opinions originated and not the individuals. The transcription of the 
responses, brought by the participants, allowed the team to attest to the concordance or divergence 
of the expressed opinions after the fact. Contradictory facts led the same individuals or some of 
their colleagues to meet a second time to make the necessary comctions. Statistical data and the 
reports on fundamental education and literacy in Mali (written up from May to August 1993 by 
UNESCO) were available for consultation to complete and sometimes verify the facts quoted by 
the people interviewed. . .. 

The meetings to do the synthesis organized by the team of the six consultants, gave them the 
opportunity to clarify the concepts and observations related to the various components of the 
Project, and in particular to clarify the existing articulations between the components. The 
consultation of the documents published by the Project and describing its various facets and 
developments since 1989 enabled the team to learn about the objectives of the methods and results 
reached as they wen being realized. This literature gave the team the possibility of situating 
strategically various Project components and of assessing the ambitions and the variety of 
initiatives employed This information, given prior to the meetings, facilitated the interviews of the 
officials of the various components, in particular of Mr. Bernard GagnC, BEEP'S technical 
advisor, and his Malian colleague, Mr. Ario Maiga, overseerlmanager for the In-Service Training 



component. The exchanges flowed easily and dealt with the ublication of the training modules 
and the cancreto understanding of their conceptualization and l' mplernentation, On two occasions, 
when aedating with retraining rreaaions iven ta the regional directors, the evaluator of this 
com nent was able to observe by himso f the implomantadon of an important stage of the in- P" sew oe training. 

f 
The nlationship between the opinions and needs ex sacd b &a Malian partners and USAID 
officials will bo able to clarify which Irnmediato or r utura ini t i i t  ives would be likely to lead the 
overall in-service training actions and distribution of school textbooks to its god. 

2. Objectives of the In-Service Training and the Dietributlon of School Books 
Components 

A determination of the im rovemcnt in the quality of the teach;n in the fvst cycle of the R fundamental education of t e component due to the in-scrvice train ? ng and the distribution of 
school books (the main objective of the component) necessitated the assessment of the efficiency of 
these actions, and in particular: 

the ovaall efficiency of the in-service training actions; 
the impact of the in-service training on the teacher's behavior in his or hcr classroom; 
the improvement of the school management capability (in particular for the principals); 
the integration of the results of the monitoring and evaluation in the in-scrvice training 
P q P ' W  
the xmpact of the retraining activities on the $coommodation of school curriculum; 
the impact of the retraining activities on the evaluation procedures of the student 
perfonmances; and 
the c m n t  or anticipated steps to ensure the institutionalization and sustainability of the 
retraining activities. 

These questions identify a series of concepts which clearly reveal the effects of the component: (i) 
the knowledge of the goals to be reached: (ii) the expectations and hopes concerning the current 
Project; (iii) the feasibility; (iv) the availability; (v) the uality; (vi) the efficacy; and (vii) the 
future and long-term needs. These concepts applied to 8 'e various levels of decision-making 
described earlier, cover the matrix of the areas of investigation anticipated in the terms of reference 
of the evaluation mission (see Annex D). 

The clear objectives of this component an clarified as the following in the official documents: 

The goal of the training is to boost the professional basic techniques of the elementary school 
teachers and of the teaching staff of other fields so as to obtain an improved educational system.bl 

In Mali, the goal is to change the atmosphere of the classroom, currently characterized by rote 
learning, a paucity of teaching material and strict discipline, and to replace it with another .- 
atmosphm where learning is an active process which makes use of more material and flexibility 
through its teaching mahod.* 

The Malian agencies involved in the In-Senrice Training an the following: 

Depaxuncntal Staff of the Minisay of Basic Education 
National JMxtorate of Fundamental Education 
National Institute of Pedagogy 

51 - Exarpc CFom tk fvst clause of the Basic Education Expansion Project 688-0257; p. 1 1. 
SZ -- ibid.: p. 13. 



Regional Buteaus (4) of Education 
Inspactorate of Fundamental Education 
Barmlko Adult aducadon Canter 

The beneficiaries am the school principals and the appointed teachem. 

3 .  Strategy Developed for the InmService Training 

As anticipated in Annex 1 (claum III.C.l) of the BEEP'S financial agreement (August 30, 1989). 
the1 in-service training of the teachers 

constitutes the heart of the Basic Education Expansion Project (BEEP). . . Located at the 
Institute of National Pedagogy, the En-Service Trainin Center, kriown as the In-Service 
Training Center (CFC), is the central nervous center o f thc component. . . Established in 
May 1990, the Center flrst completed an anal sir of the needs in trainin 
Monitoring and Evaluation corn nent. . . cing three-tiered, tho tgO r, 

J component developed a q u l n  in-service aaining, includin inspectorrr and pedagogic 
advisors, elementary school principals and teachers. . . Ba on the In-Service Trainin 
Center and sup~orted by the USADD initiative, this comwnent has the ambition to establis f 
regional uni6"in SCgdu, Sikasso, and Koulikoro as part of the Regional Pedagogical 
Centcrs (CPR). . ." 

As early as 1990, the IPN restructured its "Teacher Training" division and located it in the 
buildings of the Inspectorate of the training schools. This was to ensure the missions of tho Center 
of I'n-Service Training, which have been under the direction of the head of the division/division 
head (since 1992). Boubacar Gap and M. Maiga, the latter being assisted by a USAD expert (M. 
Galy6). This first module was able to implement the anticipated activities for the center, The 
Regional Pedagogical Centers (CPRs) have not yet been operational, however, althou h the 
'%u;cade" approach used f a  the in-service training has been in operation since 1991. None tf! elcss, 
the Project of decentralization of the in-service training is performed at the level of each 
Inspectorate of Fundamental Education with the direct participation of the Regional Bureau of 
Education, and should be operational some time in the year 1994. 

The composition of teams of facilitators at each level has been anticipated in the 
USAID Project introduced by M. for September 1993. Zhch of 
these teams at the inspectorate level Division of the DRE. the 
inspector, four pedagogical counselors, and ten well-seasoned and trained teachers. The 
conception and implementation of the training modules could remain under the auspices of the 
Center of In-Service Training; the decentralized in-service training would be performed by the 
officers of the DREs, the inspectors, and the pedagogical counselors. The training could be 
disseminated within each inspectorate. It could involve all the appointed teachers. 

The training modules get established as more urgent needs are felt in the field. A module is first .- 
designed by the team of the InBervice Training Center, which included three participants in 1990, 
nine in 1991, thirty in 1992, and forty-two in 1993. The designed a d  printed module is then 
"reviewcd" and discussed at the In-Service Training Center by the regional directors, the 
inspectors, and the pedagogical counselors. Once amended and edited, it is distributed throughout 
the Inspcctorstcs, who organize a "cascade" training of the teachers and principals to complete the r 

training administered by the Center itself. 

There are cumntly eleven operational modules (see Annex E), gathered in a 75-page printed 
document which is ready for distribution. 

- 

53 - Excap fram the fust clause of the Basic Education Expansion Project 688-0257; p. 10-12. 



1, Ope~ational Pcdago cal Objcctivea 
2. A m  and Lave1 of hafasicd Ob ecdver 
3, Inteipersonal RePationsh ps in tho & lasmms 
4, Amarmant of Scholartic Learning 
5. Language through Didope 
6, Padagogy of Larger Olroups 
7. Classroam Interactions 
8, Reading -- Wridn 
9. Arithmetic Works f op 
10. E8tablishment of a idcwa school environment 
1 1. Methodology of a M % 1 bsaon 

4 pagca 
5 pages 

13 pagee 
5 pages 
5 pages 
6 pages 

11 pages 
5 pages 
4 pages 
5 pages 

12 pages 

There is also now a com letad "School Property" document, formerly called "Vadcmcum", for 
the management of the sc L o  1 materials, equipment and infrastructura. 

MODULES DEVELOPED 

* om 
* Standard Form 
* Establishment of 

propitious school 
environment. 

* Creation of 
"Vademecull" 

* Assessment 
Inspectamtes/Pcdagogical 
advisors/Schwl principals 

* om *om- plied to 
* Interactions 
* Large Numbers/ 

-AguaBd 
arithmetic classes 

Double division * Interactions 
Classes * Large groups 

* V a d m  
* Assessment 

Pe~alzogy * Teaching Materials 
* FAEF 

* Use of books 
d i n  anguage 
in the I!' rst year 

* Alithmctic 
* Self-assessment 
* Management tools: 

School property, 
statistics reports. 

In the table above, provided by the technical advisor of the component, the modules we= applied 
according to the assigned calendar. Also in 1990, the team illustrated each point of the official 
program of the first cycle of the fundamental education by at least two operational objectives, 
which made clear a student's performance observed in class, and which could indicate learning 
acquisition, apprenticeship or attitudes. 2,000 copies of this printed program we= distributed in 
1991, thus making it available, in at least one copy, to each school involved in the Project. 

The in-service training given at the Center of Professional Training in Bamako and the cascade 
training which followed are illustrated in the following list of seminars or workshops lasting from 
5 to 15 days. Five modules were conceived in 1993 and presented in August of that year by the 
trainers of the Center of Professional Training, the DREs and the Inspectorates of Fundamental 
Education (IEF). They are: 

1. 'Ihe school property (formerly called "vademecum;") 
2. Language through dialogue (use of new book by Hatier Publishers); 
3. kithmetic 1993 (analysis and application of arithmetic program of first and second 

year); 
4. Readi:~g/Writing (use of new book by Hatier Publishers); and 
5 .  Seif-assessment form of the lesson by the teacher. 



I Ind3ervice Training Provlded 

- . - . I ) - - - - - -  ---.I 

In-Service M n i n  Center of 
Bamako (DM, IE , Pcdap#cal 
a d v i m )  

b 
1 24 145 144 175 

Sixteen available modules are anticipated for 1994, 

The monitoring and evaluation rfannad by the trainers themselves included observations of 36 
schools and 108 teachers in 1 s  87 schools md 168 teachas in 1991,126 schools, 252 teachers 
and 64 dk to r s  in 1992. The (unpublished) results do not &ow the invcntory of the new teaching 
behaviors, but by comparing them with the observation of teachers from other regions, Mr. aagnd 
reckons that h e  is a diffmnce in thc teachers' competence. 

In 1990 and 1991. the teachers of b e  first and second d e s  had becn trained in the new methods. 
In 1992, the component ofilccrs, together with the oth& technicians and decisionmakers of BEEP 
and the Ministry, considered that it would be raon efficacious and efficient to focus on the teacher 
training of fitst and second year. For it is at that level that the basis of learning is established for 
each child for his or her entire school career. Even with this concentration of efforts by the 
component, the monitoring and evaluation perfmed at the end of 1992 by the trainers showed 
that, unfortunately, most trained teachers had been transferred to upper classes. Instead, the first 
and second grade classes had been given to some recently m i t a d  provisional teachers. 

This finding had the effect of dampening the trainers* enthusiasm. Nevertheless, it is worth 
pointing out that 12 radio programs w m  produced in 1991 and 12 others in 1992; the teaching 
materials w m  put by h designers working at the center since 1992. 

Finally, the Center of Professional Training carried out the distribution of 148,386 textbooks in 
1991 and 313,500 textbooks in 1992. They covered many different grade levds and subjects. 
These books wm available at the IPN. A lack of funds had prevented their distribution until then. 

.- 
BEEP'S assistance in in-service training has been conceptualized around six cenml themes: 

1. (hmuhive Knowledge and savoirfaire an added when judged necessary. 
2. CotKxrrad Consensus and experimentation guide the main regional officials 

regarding the contents. 
3. Organized The beneficiaries - teachers and principals -- are trained by the 

Inspectorates of Fundamental Education (IEF) and especially by the 
pedagogical advisors using a "cascade" approach. 

4. Pracdcal Based on the teachers and student's activities 
5. Ma!&e Has already involved more than 7,000 individuals and should reach 

1 1,000 by the end of 1W3. 



Individual teachere have benefitad fhom zero, flve, wven, or eleven 
modulcs dlatributd 

4 .  Key Questions 

The following questions ware ankd an a complement to the spontaneous Intmmtions for the 
evaluation of the soope of the component: 

A. Regarding the In=Service Training 

1. Are you familiar with tho teachers' in-service mining organized by the IPN and the 
USAID assistance? (awmnees of the obJacdvcs) 

2. Are the in-SCNicc training actions sufficient? (crrpamtion l c v e W a t e  wishes) 

3. Have the teachers had access to tka training module87 (operability/ac~~ssibility) 

4. Am the uaincd taachm sadsfied? What am the moat useful modules? (quality) 

5. Did the students benefit fim~ these in-service training actions? Did the trained teachers 
change their teaching methodology as a result ? (efficacy) 

6. What do you believe should be done in the future for the improvement of this Project 
component? (fum needs and su&cainability) 

B. Regarding the distribution of school textbooks and teachers' 
guideddidactic material 

1 .  Are you familiar with the USAID distribution of school books to the students of the 
first cycle of the fundamental cycle? (awareness af the objectives) 

2. Were the teachers' manuals and the student textbooks useful? (level of 
e x p a c t a W i a t e  wishes) 

3. Wat  the kits and the textbooks distributed thoughout all the schools? (operability) 

4. Wen the students given the textbooks? (accessibility) 

5. Arc the textbooks now in storage? And in what state? (quality) 

6. Did the students receive the book titled Reading and Language (Lecture and Language) .- 

in LC Flamboyant series? (efficacy) 

7. Which textbooks will still be useful? What shocld be done in the future? (future 
needs, suaainability) 

5 . Identification and attribution of appreciations regarding the implementation 
of the In-Service Training and the Distribution of School Books 



Following the fourth generation evaluation motirsdalogy, tho appreciation of the fonnulntion of tho 
variour Implen~entam and heficiariea am p n t c d  saperstely. 

The In-Service Training Center ia lrrgadod by iu offlciala as a really important tool far the Miniatry 
of Basic Education to improve significnntly fundamental education. They ere hoping for a 
generalized in-sewico mining and a~pecidly it0 inclwdon in the university network whom tho 
teachers' trainen m being trained, The efficiency of the In-Servicu 'Ihinlng Center aeemr to them 
to be affected by the administrative loads and chan or t h i~  w in the attribution of t, J per Hawaver, for the three yeam that the center has been opera on, the officials have the celing that 
a number of things have been realized, 'ha mining acamibility seems an impanant achievem~w 
as L ahown by the figures (more than 7,000 teacham reached), 

Regardfng the ualiry of the training, the sidve aspect stems from the fact that the trainen an 
experienced an! trustworthy in the eyes o P" their former colleagues. The negative aspect expressed 
was that the trainers were still lacking in aslining techniques appriate  for adults. 

Regarding efficiency, the officials of the In-Service Training Center reckon that the center is the 
only existing call for the trainers' retraining. After conducting a (non-published) monitoring and 
evaluation, the Center discovered an acdve implementation of the new didactic behaviors in the 
classrooms. Much to their regret, the observers noted that the teachers trained for the first and 
second year had been appointed to other elasses. 

A better coordination among the Project's components was one of the needs expressed for the 
future. The Center officids also ho to be able to follow a "logical" calendar: the module 
preparation will have to be complet before the month .3f May and the in-sewice training to be 
done during the vacation months. 

a!= 

The collaboration among inmnational experts in in-service mining would be welcomed as well as 
the actualization of the lrbrary documentation. Furthenmm, scholarships for foreign study for the 
center trainers could allow for a more complete pnparaticm. 

The Center officials would like the World Bank and USAID to reach an aprnent so that they can 
proceed with the installations operations of the center. They have a plan which was already 
submitted to the various authorities. 

Finally, they would like some logistics for the management and implementation of he  modules. 

Because of their on-site participation and implementation, the regional directors and the inspectors 
are perfectly aware of the objectives set by the in-SCNia training modules. Their immediate hopes 
arc to r e i n f a  the in-senrice training for the first and second year, to generalize the retraining, and 
to set up Regional Training Centers. 

It appean to than that the current training, which uses a cascade approach, has worked well. As 
to its accessibility, several fael that too few teachers wen retrained. For example, in the Sikasso 
region, a good proporrim of them did not get the appropriate =training for teaching arithmetic. 



The quality of the modules waa mcognizad by all so depending on the school management, tho 
O#)s md tha l a m  Ian. In one inspecdon, fit waa erdmorcd that 50 to 60 per cent of the teachers 
am now udng the 0 d$ 6, In anothar, it wae eatimated at 80 par cent, aenorally, all ~ecm to be in 
agraemnt about the im ament of tho quality of the teaching. Mom and more teachm uso the 
acdw methods prarcri Furthermom, accordin to roma, the students' achievements were 
mars numaour, For example, they went h m  70 finst cycle in the 
Koulikoro @on. Pragmre war noted within the 

The in-service training wt up during the school yew jxwr 
a mgional director, some pedagogical advisors 
cornpetctnce required due to the rhort amount of 
techniques for adults. It is concludd that caution 
nppmach is not to suffer. 

According to oae other director, m m  teachers should be made available to avoid the double 
appointment for one teacher. Bccause of structural adjustments,. substitutes need to be recruited, 
who are not familiar with the new methods. It should be possible to break chis "vicious cycle." 

As far as the f u m e  needs and sustainability arc concerned, many regretted that the initial training 
was not included. For some, the teachers should really be more apt to adapt the a? ro ria~e 
techniques and pmcam to t!! objectives that they have sot for themlves. Thaefre. 'L&pth'" 
changes would n d  to happen.u 

. . -& &- 
The principals and tcachcrs contacted arc well aware of the in-service training objectives and wish 
them to be generalized T h y  generally share the observations uprwuxl by their supabn OF the 
specific observations which attracted the attention of the evaluators, the followmg have been 
retainad: 

In Stgou, there is a wish for training in the instruction of the Bambm language to be 
taught in the forty pilot classes by teachem in need of this training. 

a In one school, the training of the principal and of one of the two teachers in the first 
year was judged insufficient. 

Ckc teacher uses the "labels" in arithmetic, a didactic tool discovered at a teachers' 
n W g  session, and is very satisfied with the nsponse of the class. 

Several regret that ahe Oms anticipated in the grograms are not always "fea~ible."~ 
I 

Distribution of Textbooks and Instructional Mrstcrfal 



Almost unanlmoue obscrvatione were made in the four re ions, Both re iond directors and 
tachera have r good knowlcd~e of the unued objectivec. h c h  expres set the wish for school 
bookg ud equi mnt for al! students. & dlstribudm pmwdurs of the nading/lansufigc books 
(La F l e w  7 waa criddzed for s c v d  masons: 

* The teacher's guide, which conrlsted of gradual learning acquisition, was not 
diilstributed; 

The langua r textbodts arrived in February, whlle h e  Ant language acquisition takes 
place at the '6, ginning of the whool year for the first yaw and 

the teaching posters arrived late. 

The availabili of the textbooks was postponed becauecr somc inspectors and directors p ~ f d  to 
wait for their 8 sttibution. 

The quality of the textbodrd was questioned because of their weak binding and their little nlcvanct 
in the mral area8.m Alnady some teachers, who had left the books in the hands of the students 
found ~ r m e  of them in a terrible state ("rags! "). Regarding the efficacy of the dishibution, man 
regntted that, in many cases, the number of books was too low, at times with a ratio of one boo 
for three students. 

Z 

Regardhg future needs and sustainabili , a defined book policy is desirable and in-service training ?' should precede textbook distribution.6 The cost exemption of the books was uestioned. The 
I d  Regional Bureaus of Education @RE) and the Ins~torates of Fundamental ucation (IISP) 

wished they had been included in the book distribuaon. They added that they wished there were 
more creative books mcm adapted to the development of the student's imagination and mtivity. 
The dismbution of textbooks for arithmetic does not take into account the program changes of 
1992, which contain new topics. 

6.  Synthe~is of the Collected Information 

Common knowledge of objective attainment -- All participants are well aware 
of the In-Service Training component and specify its practical orientation. 

Unanimous wish for generalization, stabilization, and decentralization 
of the In-Service Training -- The new conce ts are useful but time is needed for 
all atachcrs to become acquainted and experie d 

5s -- " This assation cannot be mken lightly. It is too easy to destroy. Nobody bothered to ask whether the 
' M b l e  state" of the textbocks is a question of nsirtanca or maintenance. Wen the said textbooks canpared with 
other textbooks? Lf so, which ones?" (nmarlts of the Minisey of Basic EduCcltion) 
57 -- "The evrluation gives the impression b t  the World Bank did not fulfill its obligation to fm 
textbooks, whicb is misleading. The World Bank cmsislently demwtntbd its willingness to finance textbooks as 
soon as s rcxtbaok policy aaxptable to both the Oovenunent and the World Bank was put into effect. (Ibis is 
shown in the WorM Bank's agmment to filrance 400.000 textbooks within one month of accepting the 
Govanment's paposad textbook poky.) On separate occasions, II# Wald Bank financed technical assistants 
to help the IPN draft such a policy, and eavrh time, their suggestions w a e  nut incorportltcd. Lacking such a policy, 
perlicolarly to ruthorship of mmuacdpts. printing, and cost mvay, the World Bank believed that 
Icxtbmk financing was lmsrrsdnable and M o r e  unjustified. The evaluators imply the World Bank wns mistaken 
in this, but lam q u e  but r systematic approach in the development and execution of the textbook component was 
required. . ." (Femrtt of Sam Carlson, Human Resou~ces Economist, Wald Bank/Mali) 



The usefulnes8 of the Center of InmService Training is unrvnimously 
recognized -- As the only place for the conception of a da ogical renewal in in- R" t sarvice training, the Censer of In-Service Training is thoug t to ave a primary role to 
play presently and in the future for the pramtion of quality education. 

The efficacy is recognized with the technique of the OPOe and the 
=hod property -- The technique which uses the operational 

about changes in the teachers* behavior and the efficacy of 
particularly in the firet year. 

The imprmement of lessons glans has been observed with all the 
teachers trained by the component -- the inspectors, together with the employees 
of Monitorin and Evaluation, found the classrooms targeted by the h 'ec t ,  had 

class. 
b I' adopted the 0 , not only in thc planning but also in the presentation of the cssons in 

Insufficient availability -- the cascade training has not been functioning smoothly 
everywhere and the actual productivity and number of teachers actually trained by the 
component and is actually lower than anticipated. 

The lack of teachin8 material has led some teachers to revert to former 
methods -- Ma be a slgn of resistance to change or a lack of teaching material, the 
mversion to tnd tisnal teaching methods has b a n  observed in some places. 

School achievements do not depend solely on the improvement of the 
teaching method -- School achievements are sometimes linked to the availability of 
classrooms for the next grade. Overall, however, the improvement of the teaching 
method has been regarded as facilitating the number of achievements and diminishing 
the pentage of doubling of classes. 

Change of ciassroom atmcisphere is not general -- Despite the achievements 
mentioned in this case, some believe deeper changes are rarely seen. 

Efficacy is not pertinent to general modules -- Out of the eleven ok Lational 
modules that were in operation in 1992, those concerning the peda ogy of the larger 
groups, the interpersonal relationships in the classrooms, and f e assessment of 
learning have not been quoted or been the object of convincing observations. 

EMcacy of the modules concerfiing the new books is deemed important 
and necessary -- Several officials have depended on the In-Service Training to assist 
them master the new books, anticipated or W d y  distributed in language and reading, ... 

and arithmetic. 

Wish for inclusion of initial training -.. The teachers that graduated from the 
teachers* training schools did not receive a pnstical training similar to the in-service 
training, they also do not use the same teaching concepts. 

The number of teachers trained by the comp~nent remains insufficient -- 
The third through sixfh grade teachers should be trained as soon as possible. Only the 
first and second grade teachers are pnsent in significant numbers. 



The crracade tralnin rhould be replaced b rsglonal training centers -- 
'The cam& training L d oomcd because it is unfceal ! la during the school year and also 
bwauee the now1 trained (pedagogical adviaon and directors) had not gained the 
trainers' akills in t i  e few days that w m  msc#vad for that purpose. 

The Center of P r o f ~ i o n a l  Training ha# not benefited from conetruction 
and renovations, and materials n w m a r y  for its smooth functioning -- 
Though included in the general mgram, the outfitting of the locale~ and the 
distribution of material have mt yet &, realized. 

The reduction of per diem will dam en teacher's enthusiasm for in- 
service training =- Although some feel that k -service training is an integral part of 
the teaching duty, others think that the reduction of per diem will have negative 
consequences, 

Wish for trainin on the part of the trainers of trainers -- The 
Conc tualization Ce 1 of the Center of In-Service Training has expressed needs in 3' 1 
sped ized books, scholarships for foreign study, and the visits of international 
specialists for actualizing and improving their skills in adult training and teaching 
methodologies. 

The use of national Ianquages in  teaching has been neglected -- The need to 
train teachers in this area is judged important in the SCgou region. 

The double session school day raises many questions -- Several times cited 
as a palliative measure for the lack of teachers analor buildings, the double session has 
not been sufficiently approached in the in-service training. 

Common knowledge of objective attainment -- All participants are well aware 
of this component of the Project. 

Unanimous wish for availability of textbooks for students of all claasea. 

. - 
The distribution of textbooks i n  1991 and 1992 seems to have gone 
unnoticed -- Focused on the expected new readingflanguage and arithmetic textbooks, 
few mentioned the books that had been published by the National Institute of Pedagogy 
(all subjects), pmvidal with USAID help in 1990 and 1991 (460,000 books). 

9B - " PfoMems and limitations in the distribution of textbooks. 'Ihe lack of coordination which has been 
observed but not poimd out bmvccn the National Institute of Pedagogy (IPN), agency for the conception and the 
publication of the lurlbmls, md the National Bureau of the Fundamental Education (DNEF), responsible for the use 
of the texlbodrs mrdc rhe implementation of an efficient and consistent book policy difficult." (marks of 
Boubacar Gas. H e d  4.f  Tmining Divisim, National Institute of Psdagogy, IPN) 



The dhtribution of kit# war not widespread -- Appraciated in the Koulikoro 
region, the kits am apparently unknown in the oher ragiona. 

The flrst, second, and thirdqrade rtudenta received the Language and 
Reading textbook (tangua s st leeturn, publiahed by Hatier) -- Opinions 
vary regarding tho ratio of one L o  k par atudent (one book for one to thtw students). 
In some regions, Hke Bamako apparently, the numbers were far superior in 1993 to 
those of 1992, year on which the ordm w m  basad, In the Sikasso region, certain 
schools m i t  once every other year only. The data of 1992 w m  not always reliable 
for the distribution in 1993. 

The LanguageiReading textbooks are not considered ver sturdy -- All 
participants who gave the textbooks to the students were returned to em in poor state 
at the end of the school year. 

t i  
The Regional Bureau8 of Education (DRE) and the Inspectorates of 
Fundamental Education did not receive the "Reading and Languagew 
textbooks -- Apparently the officials were not included in the distribution of 
textbooks. 

Delayed arrival of the textbooks for their use in the curriculum -- The first 
year is devoted to language acquisition. The books came only in February. 

The teacher's guides never came -- Without the teacher's guide, the teachcis 
weFe not able to use the idioms and sentences needed in conjunction with the images 
from the textbooks. 

The teaching aides for hanging came late -- The distribution of textbooks and 
that of the teaching poster w m  several months apart. 

The delay of the supplies postponed the use of the school books - -  
Expecting the teacher's guide and the teaching posters, some inspectors and teachers 
kept the textbooks aside. 

Topics relating to stimulating students9 imagination and creativity 
(cognitive and psycho-motor development) are not included in the 
textbook distribution -- Only language/reading and arithmetic arc currently quoted. .- 

Schools using national languages do not have books written in Bambara - Particularly in the Segou region, the pilot schools bitterly complain about not having 
books for reading. 

Request for a book policy -- The recent unpleasantness experienced lead some to 
request a debate on this topic. 

The appreciations for the didactic qualities of thz "Reading and 
Language" textbook are mixed -- Opinions differ but criticism is directed at the 
"global" method and too rapid a pmgression. 



7.  Next Stages 

Knowledge of the Corn onent Objsctivea -- Aasurcdly, both officials and beneficiaries 
have a good knowledge of 8 a clear objectives of the componcnt. Unfortunately teachers could not 
be interviewed mparately from their superiors. It saams that, a art from a mir4ty of more (R slutonomour tcnchers who have already mcaived further training, e others remain attached to a 
form of d i W c  suwility to the Ministry's direction8 paased on to them through the ministerial 
officials. The desh to endow the teachers with various teaching techniques was obscmcd during 
the interventions heard at the in-service training conference during the month of August 1993. 
More conservative trends ware also expressed. These debates witness a promising dialectic 
process. A sub uent stage is maybe to identify which initiatives will actually be left to the "f teachers under the o m  of a consensus. 

Levels of expectation and immediate hopes -- The relative failure of the cascade in-service 
training and the hopes e::psscd for *Jvidesprcad rcgionaliation show that it would be useful to: 

1. ,%t up the Center of In-Service W n g  at the level of each region; 

2. Outfit the Centers of In-Service Training like the units at the National Institute of 
Pedagogy to work jointly with each training division of the regional b u ~ u s  involved; 

3. A p i n t  m these Centers of In-Service Training the pedagogical advim to facilitate the 
m i n g  seminars. The pedagogical advisors res nsible for the in-service training 
should no longer be involved in the assessment o teachers. The assessments should 
be the mqons~bility of the Inspectorates; and 

P" 
4. Slow down the kind of mining regarding general teaching methods to allow enough 

time for teachers to absorb them. 

Operation - Regarding the component organization and operation, three actions arc suggested. 

1. The administrative and financial difficulties (e.g. the per diem policy) experienced at the 
time the in-sexvice training was organized could be resolved by a solution which would 
guarantee equity in compensation between the trainers and the beneficiaries of the 
training. 

2. The Center of In-Service Training and the Regional Centers of In-Service Training 
should be able to benefit from an autonomous budget, which would give them the 
necessary means of transportation and production of teaching materials to perform 
mobile training in various areas. .- 

3. The Center of In-Service Training should be able to benefit from foreign universities' 
input regarding general, linguistic, and scientific teaching methodologies. 

Accessibility -- It seems that the directors and a part of the first and second grade teachers have 
been familiarized with the eleven modules; nevertheless, many teachers do not know about them 
and still others haw received only partial training. Teachers' involvement from the third to the 
sixth grade is desirable; they could subsequently be given the knowledge and know-how about the 
modules of general teaching methodology. Priority should be given to the in-service training of the 
first and second grade teachers to familiarize them to various practical uses of the nadinghanguage 



textbooks (which have already been distributed), and of the arithmetic textbooks (whose 
distribution is imminent). 

Quality of In~Ssrvice Tralning -- Despite the scant information directly obtained about in- 
service training, s a v d  overlapping opinions seam t~ infw that: 

1, the teacher trainers should be apacialized ad "pmfcssionalized;" and 

2. befm entrusting trainers with the training of their colleagues, one should makc sure 
that thdr aaining is adequate. 

Emclency -- It has not been easy to assess the training level of the so-called "trained" ttjachers, 
who have apparently been enrolled or taken one or meml modules from five to fifteen dt~ys. A 
subsequent stage ought to be the gatherin of all modules -- teaching general methodology, 
languages, science/mathematics and schoo f administration -- and transforming them into four 
chapters. At the cisd of the training, each of these chapters would be able to assess the level of 
knowledge and know-how of the trainees. A certificate could & issued to those with passing a 
mark on a final test. 

The evaluators of Monitoring and Evaluation thus ouaht to be able to distinguish the various levels 
of training when comparing the teachers' teaching capabilities witb the students* performance. 
Also, if they are assessing the management of the school they are visiting, the will be able to 

Pr~Perty* 
r determine whether the dimctor has been well prepared to ensure the security o the institution's 

The statistical indicators to be derived fiom the effect of the in-service training need reexamination. 
The flow of emllrnent, the achievements and re tition of classes are subjected to multiple factors, 
such as the availability of teachers and places, dud sessions approach, the presence of school 
equipment, etc... Only an experimental study, fully cognizant of these factors, will lead to =liable 
conclttsions. B d m  the monumental and difficult task of c ing out studies of the whole 

selected schools ngulmly assessed over time. 
9 counhy, it would be possible to study in &tail the repexcussions o the in-scrvice training in some 

Future Needs and Sustainability -- A Center of In-Service Training that is well-equipped for 
the efficient dissemination of information and operational training will be a sure gauge of success 
for the permanent improvement of fundamental education. The Regional Centers of In-Service 
Training modeled on them ought to keep up teachers' enthusiasm in the field 

Since the -oal is to enable teachers to devise for themselves the operational objectives of their 
lessons m i  the mon pertinent teaching processes so as to help the students master the expected 
pmgram, the expected students' mults will have to be available in that sense. The stage which 
consisted of anticipating two operational objectives per program subject will not have been 
useless. But it should leave mom for a situation when, hwn ~eneral program objectives, teachers . 
will consistently manage their operational objectives and teachrng pxucesses in conjunction with the 
intellectual, social, and emotional characteristics of his of her class. 

The instimtiOH8liZBtion of the In-Service Training component is wll under way since the Center of 
In-Service Training is an official mission of the National Institute of Pedagogy (IPN) and has been 
~ucctssfully set up (though still in need of mme improvement). As to the Reghd  Centers of In- 
Service Training, they an to be set up and become operational very soon with the nady use of the 
16 modules that wae established at the Center of In-Service Training. 



Knowledge of the Attainment of the ObJectlvea -- Now that all participants intarviawed 
are well aware of the Pmjaot'r intandona, it is undoubtedly necearary to aensitiza parent8 and 
students to tho value of the books and thaL praacrvation, The policy of cost exemption could also 
be subject to mxdnation, 

Level of Ex tation -- The purchase of published baokr ought to meet part of the needs; P" adequate equ pment at the National Institute of Pedagogy (IPN) ought to perform duplication and 
maintenance on location thereby easing the cost of numasrous roquasto, e.g, the teaching of national 
languages. 

Operation -- The dividon of fundamental education at the Fbgional Bwau of Education @RE) 
would no doubt be able to shoulder rar risibility for the distribution of textbooks and teaching 
materials through the In~pcctorates of undamental Education (IEF), who are the most informed 
about school sizea. 

P 
Accessibility -- In order to keep costs down, it is imperative that the b k s  be preserved for 
several years. The principle of cost exemption should be reexamined. 

Quality -- Ill-regulated distribution should be avoided, e.g. the distribution of the students' 
textbooks without the tcachw's guides, 

Emacy -- The suppl 'ng of the new textbooks should be monitored by the Regional Bureaus of r Education @RE), un er three preliminary conditions: (i) teachers are to be t m n d  for their use; 
(ii) places and products arc needed for their storage and maintenance; and (iii) timely delivery is a 
must. 

Future Needs and Sustainability -- The needs for textbooks and teaching materials will 
diminish with the promotion of quality education and educational programs adjusted for a greater 
number of students. The cost-free provision of textbooks by USAID is an understandable 
palliative in a difficult situation, but cannot be considered as a lorlg-term solution. The National 
Institute of Pedagogy (IPN) and the Regional Bureau of Education @RE) ought to be endowed 
with reproduction and printing equipment in working order, with a maintenance contruct. M d e m  
equipment requires little manpower and could rapidly be paid off, considering how important the 
needs arc. 

A book policy ought to be discussed within the scope of decentralization and the APES involved in 
the management of a "school library" necessary for any school deemed to be operational. 

8. Conclusion 

The choice in the training modules should imply a greater involvement for the Monitoring and 
Evaluation component, so that it can be seen how an external evaluation can gather useful 
infoxmation for the inqovement of the overall system. The monitoring and evaluation performed .- 
by the trainers of the In-Service Training Center is not useless, but constitutes a monitoring rather 
than an evaluation, except when the trainers make the observation that teachers who had been 
specially trained for the first or second year were assigned to teach the upper classes. This latter 
observation cannot be generalized only in an evaluation procedure, which integrates the various 
action constituents with a systemic point of view. For example, the notion of "complr,:e school," 
such as was defined in a seminar organized upon the initiative of the Koulikoro regim represents 
an interesting orientation to integrating the notion of "teacher trained" to the other obnstituents of 
the Project. 



P , Monitoring and Evaluation 

1, Evaluation of the Component 

Two ke quesdonr, framed with BEEP'S terms of reference, fundamentally gluided the tauk of the d mni ng and evaluation specialist: 

1. Is the Monitoring and Evaluation corn ncrnt introducing relevant information which k contribute8 to the development of other EEP components? 

2, What #taps have been taken and what p s s  hati been realized to ensure the 

Basic Educadon? 
r' insdtudonalizadon of the Monitoring and valuation component within the Ministry of 

To elucidate these questions, the evaluator's task consisted of focusing on the followin elements f asda ted  with the implementation of the component: (i) the offldal pw; ram, inc uding the 
objectives and the strategies; (ii) direct contacts with the users; (iii) the implementation of the 
program; (iv) the application of the resul~ of the undertaken studies; and (v) the self-tvaluadon 
and the evaluation of the otha partners in BEEP'S activities, 

Adhering to the "fourth-generation" evaluation methodology, the evaluation team concentrated its 
efforts on utdng together the component im bmentors with the potential users in group R situations. !uch a forum only took place once, w en a discussion was orgttii:& by gathering the 
Malian officials of the component with their colleagueu from other divisions of the National 
Institute of Pedagogy and the Bamako Regimal Bureau of Education. BEEP'S u~hnical partners 
w m  also intewiewed, i.e. thr technical advisors and thdr Malian colleague;, and they presented I* 
and discussed the various elements of the Project in one of the formal monthly meetings. ! 

Unfortunately additional contacts between the executives and beneficiaries of the Monitoring and 
Evaluation component could not be amnged. It would have been especially useful to set up such a 
dialogue between the users at the Regonal Bureaus and the Inspectorates of Education. A 
discussion, comparing the diverse perspectives, as they turned out to be in the separate 
discussions, would certainly have been most fruitful, given that the regionalizaticn, or 
decentralization, of the Monitoring and Evaluation activities is one of the Reject's main objectives. 
Instead, in this case, the evaluator had to make do with presenting the observations and opinions 

Of "P"" to another while noting the various reactions and nspanses. It is important that this 
kind o exchange take place so that a consensual perspective be reached, unfortunately, the present 
evaluation was not able to do so. 

2.  Specific Objectives 

According to the BEEP'S official agreement, the m ~ i n  objective of the Monitoring and Evaluation 
component is to "monitor and evaluate the wc-k in the classrooms so as to determine and . - 
demonstrate the impact of thc various chan?es made in the system "(1 III.C.3). In other words, 
the component has to id' the Roject on its performance. The Malian employees belonging to 
the Monitoring and Evaluation component an nsponsible for observing and measuring the level of 
efficiency and impact of the other Project interventions on the educational system in the regions 
coved by the Project. Docs each component contribute to reaching BEEP'S fundamental goals, 
such as improved internal performance and improved quality in the teaching? What is their 
respective contribution? Then, it is deemed necessary to engage the various components of the 
Project in a permanent on-going dialogue in order to identify the weaknesses in their strategies and 

= to find ways to stzagthen them. When speaking with the implementors of this component, it is 
evident that they see their w ~ r k  for the Project in this perspective. 



agencies of the Ministry, 
at the official goal of the 

With the first amendment of the Project, USAID added a m n d  objective to that component, 
which was also added on to the other components: decentralization. The Monitoring and 
Evaluation component conaht. of farming teams at each Regional Bureau of Educadon in order to 
meet the needs, provisional aa well aa regular, for the monitoring and evaluation at each regional 
level. 

3 ,  The Organization of the Component 

The department that is responsible fot lmplementin the Monitoring and Evaluation com neat is 
the Division of Pedagogical Research and Innova 8 ons. This division is located at the G' ational 
Institute of Pedagogy and has been in existence for almost 15 years, originally called Bureau of 
Studies and Evaluation, as refemd to in brief MO49/National Institute of Pedagogy dated July 14, 
1979. The aim of the Divifiion of Pedagogical Resemh and Innovations is to offer support in 
n m h  and evaluation in the various departments of the Ministry. The c m n t  work implemented 
with USAID financial and technical support is still in keeping with its existing functions. The main 
difference lies in a gnater annual budget assured by USAID to cany out specific on-site n m h .  

In its function for BEEP, the Division of Pcdago#cal Research and Innovations must answer the 
needs in research and evaluation d other Project components; in particular, the In-Service 
Training, the Girls' Schooling, and Community Support. (The acdvihes and the program of the 
mucation Management Info11118tion Systems tue not listed in the annual evaluation camad out by 
the Division of Pedagogical Research and Innovations for BEEP.) In order to perform this 
responsibility, it uses two different strategies: (i) an annual report; (ii) special studies, or technical 
reports. The annual report (the fitst one came out in 1991), represents an evaluation of all BEEP'S 
activities, particulariy the actual changes made in the classrooms of fundamental education. The 
Division of Pedagogical Research and Innovations' team meets with the staff of the various 
components to identify specific criteria for the evaluation. The results of the study enable the 
technical adv im to assess the efficacy and perfmance of their efforts. They also allow for 
strategic adjustments to the interventions for the following year. The otber components may also 
solicit the Division of Pedagogical Research and Innovations to carry out special studies to answer .- 
mare immediate questions. Sometimes, these other employees work directly with the members of 
the Monitoring and Evaluation team to bring about these activities. 

4 .  Technical Assistance Strategies 

Since August 1990, the group of mearchers involved with BEEP has been assisted by a full-time 
consultant, Dr. Yolande Grandvaux-Miller, hired under the ABEL contract. The role of BEEP'S 
technical assistance program for monitoring and evaluation is essentidly three-fold: (i) to increase 
the technical atpesrtise in monitoring and evaluation of the individual researchers and particularly of 
the Division of Pedagogical Innovations and Research as a whole; (ii) to foster stronger planning 
and management techniques in the program implementation of monitoring and evaluation; and (iii) 



to enaure that the development of the motor be coupled with monitoring and evaluation. 
Cultivadnlp a mal esprit tie co s with her dlract Malian colleague, Idrissa D i m ,  and the other 
rnernbolr of the Divirion of f%d~~ogicll Innovatloas and Rerowh, the technical advisorh 
approach conaistr of the following two strategies: (i) lannin seminars and workrhops in 
8pecfalllsd technical usu; and (11) sotting up l n i n a  paftod8 andcarryinl out the mponont'8 
acdvitios with the tan. 

3n 

Florida State 

within the Minisay. 

Essentially the approach develo by the technical edvisor and the emplo ecs of the Division of r' Z Pedagogical Innovations and esearch involved in the component see s to be useful to the 
operattonal divisions of the Ministry: eve ng that is being done must affect someone in or r" same department of the Ministry. The chie contribution of technical assistance thus falls under 
two categories: technical and communication. With the direct participation of the technical advisor 
in the oomponent's activities, the team seems to have pgnssed considerably in the planning and 
execution of a fomral and consistent program of monitoring and evaluation. This is evident in the 
clear and logical plans and budgets of operation of the annual activity of BEEP'S Monitoring and 
Evaluation. The objectives, tools, schedule, and division of tasks all seem to have been well 
organized and successfully canied out, given all the constraints in the field, similar to the m u d  
report of monitoring and evaluation, which shows a mnarkable level of professionalism, both in 
its written pnsentation and in its distribution program. 

The "Monitoring and Evaluation Report of the Fourth Project of Basic Education Expansion," 
annually prepared by the Monitoring and Evsluation component,, essentially, aims to present a 
consmrdve evaluation of BEEP'S activities. Education Manapment Information Syetems is the 
only component which has not yet been listed as an explicit subject in this evaluation. Its objective 
(whose contributions w m  mentioned by other components and the evaluators) is to provide some 
information and an assessment which other components may use to adapt their strategies for better 
rrsults. Among the corrective actions proposed by this annual =port (or by other s p i l l  studies .- 
produced by the employees of Monitoring and Evaluation, such as "SOS Training '), are found: 
the distribution of textbooks by USAID, focus on fmt and second grade teachers by in-service 
mining; claritications in the content of the in-service training program; and formal testing of a 
sample of students' performance, which will allow (i) the measurement of the Roject's d b t  
impact on student learning and (ii) dre identification of spscific topics of language and mathematics 
which would warrant particular interventions or corrections. USAID and Ministry officials 
involved in the Rojcct am now discussing other conclusions and recommendations presented in 
this repart. One recommendation, included in the present evaluation, is the need to find additional 
possibilities to include in the FAEF component in order to help communities really take charge of 
their local schools. (Annual Reporr, 199 1; pp. 20 & 34) 



5. Component Implementation and Impact 

The component objectives are very clear, -- skills improvement, institutionalization, and 
regionalization. The strategies for their implementation have been well designed. Meverthebss 
further study is nacesaary in order to determine to what extent the various strategies haw really 
contributed to the realization of the objectives. To do so, evduation team sought answm to four 
fundamental questions with the various partnm involved: 

1. What is the technical quality of the mwuch and evaluation conducted by the Monitoring 
and Evaluation Team? 

2. How relevant and interactive are the activities of the Monitoring and Evaluation 
component to the technical needs of other BEEP components of BEEP and the 
W? 

3. What is the component's contribution to the realization of BEEP objectives: a better 
internal output; a better quality in the fundamental education; and an administrative and 
operational decentratidon? 

4. To what extent have the activities and skills of the Monitoring md Evaluation 
component been institutionalized at the National Institute of Pedagogy (IPN)? 

The BEEP participants' responses an summarized in the following discussion, with remarks and a 
=view by members of the evaluation team: 

Technical Quality. Overall, the activities and results of the Monitoring and Evaluation 
component seem both serious and useful. With quite a 
computers, the dozen staff of the Division of Research and .- 
with BEEP'S technical assistance, conducted pertinent 
markable professional care. The team has sought to enhance the quantitative observations and 
analyses with ualitative remarks, in order to foster a deeper understanding of the educational 
phenomna an 1 also to fill some quantitative gaps c a u d  by logistic limitations (in particular, 
restricted access to schools and computers). The investigation instruments are appmpriate for the 
chosen applications, as they am fannulated jointly with the staff ~f the operational services of the 
Pmject to ensure oohercnce and precision. The component reports axe succinct a d  lucid. Finally, 
the recommendations presented are based on a fundamental understanding of the topic and its 
context and ase consistent with the concerns of the other components. 



Thim attantion to tho fundamentd irruea of tho Project ir revealed in the mubaurntive mflectlon 
the Divlaia~ oCPddrw cal Innovadonr and Rersrrrch 

examine conridorat r' onm of ~ v e r r l  muroer, For 
In-Smlice 'Mning component of tho dirtribution of the 

want lurrher than the what's lamon plan to focur on the actual 
terting inidativa in 1992, the n m h  team wirhd to verif the 

in the OPOr up to tho awbntd nalta, Ti8 area has not Ln 
too supefleial to draw va id conclurione and 

It would seem that the statistical aaseaamcnt remained 
hypotheses, and that the application of the assessments 
assessment of impact of the training in OPO is further 
use and the impact of the O m s  between the 
regions -- byes and Mopti. In the 
cent of the teachers in these two 
henomenon has two possible explana 

Rnovations ami ~ereuch. one. teacher mnsfers between legions is fairly common, ami so the 
sence in other regions of teachers trained by the Roject from Bamako, Koulikm, SCgou, or 

Easso is easy to understand. Two, only the lmwdiate in-service mining of the teachers is 
circumscribed to BEEP'S area of intervention; the cascade W i n g  -- at least in principle, since the 
initid training targeted dinctors and inspectors of all ngions -- affects the whole national acrritory. 
Given this situation, one must use p a t  caution, when comparing teachers' behavior or students" 
~sults, in drawing conclusions about the OPOs, or even about other Project initiatives. 

A similar ex 1e is the case of female enrollment. The annual report of Mofiitoring and Yir Evaluation, the gures of Education Management Information System, and sources of the Ministry 
all show the pwing rate of female participation in the fundamental school. Can this be solely 
attributed to the sensitization efforts of Girls' Schooling? It is not evident that the component's 
role is that important, wnsidering the positive observations in thie m a  over the last four years, 
even b e f m  the Pmject's inception. In this case, as for the O m s  and other Project initiatives, 
rigorous research is required b e f o ~  valid conclusions might be drawn, which could direct future 
actions. Controlled experiments, more detailed hypotheses, and a more complete strategy will Be 
needed. 

9 - "'Ik nmrrks on cxpchenlnl testing are justifid md che various recommendations will be bkem into 
account b;; the Monitoring and Evalwtim Turn. On the other hand, there is little informalion on school, 
classmom, and stodent sunpling." (marks of Idrissa Diana, Officer of Monitoring and Evalualjon, Institute of 
NaMPed;lrSagy) 



The problem of large a# ~rtlon and aumtificotior~ levelr in the asrarrmanta cornlatar the 
weaknera in axpedmenu 1" aonml,@o Pot the time beln , tho field sf andydr ia vaat, 1.0, tho 
rsgionb, Ran a thoadad tr- f dve, rhia pwaa in~~ufac ent becnuw too much infomuion wta 
lwt when much lu rwia cd p u p  am conadtuted. Thm am churrctdadcn depending on a P" school, a commun ty, r or#urln w h e t ,  wen an ineptmte which will def'y andyda but which 
can be v a y  ai@~ldcrnt w h  er.pldnin who01 reaulta: e,gI the level of d n i n  of the teacher, the 
native tongue of the rtudents, the qua1 f ty of the furniture, she cornpodtion of a heritage, and the 
nccsrr to pedagogical cortgdtuenta, among Othml 

tll 

Frcrm a practical 7 dvs, thia lack of cotrridmdon towruria potendally circumrtandal facton 
conddambl;. li ta tho atratqjic ~ u i b i l i d a  to m a w  the ebreruod deficiencies. 'Ib operatid 
componccnta of the Project ou~ht to MAC how to make a better ura of tho i&ntified stratedarr, e.g. 
the training will continua to impme tha diaaibudon oP the OPO aplategy, but will babty newr 
be directed tow& other behrviorr b the mrulta of the annual report. Pot t o teaher, the 

adviaor, thia I vet of analyda ir rdll of 11th urn. Thin 
R" 

poraible rs ao to bring Ir#aody to spadfic &fic f"Y enc ea with the 
:-Hng 

teachers; e.g. a rchoal atmn in arithmatlc but weak in language, the tarchen 
aevd dmas in OPO f, ut very little in school management, one district 

labsonccs. Without dmpenifig the analyrris at the opundonal level of 
duadon  will only glwidc too general infonnsdon, 

The dosign and implemontation of tke mting strategy h a  rained other issuesP1 To begin with, the 
way questionr were asked -- multiple choice -- was often a novelty to the Malian studenu. Several 
teachers remarked that this unknown way of asking students must have biased the msults. The 
reaearchets of the Diviaion of Pdagogical Innovations and Research re ly that they were very 
careful about anruring !hat the students thoroughly understood the k' orm of the queationa. 
Nevertheless, the issue was raised. Regarding both the fm and content of these tests, ve 
variety appeared in the questions su p d y  testing a single skill: the swcfent w m  as ? ed little to 
identify a sound by %nderlining ' P' in the following sentence." If the students missed the 
uestion, did it mean that they coul l not distinguish the sounds in French, that they do not know 

!~e "pl" sound, that the did not understand the question? (Accordin8 to the rauuchsn, pre- 
testing could reassure ti em on the last point.) Without being abla to answer definitively this 
question, the consequent conclusions and wdfication strategies are ngt at all evkbnt. According 
to the teachers, the conditions in which the tests had been taken this year also increased 
considerably h e  risk of b i d  resulw, Waving to gather, at the end of the year, a number of the 
activities of Monitoring and Evaluation, the employees of the Division of R#lagogical Innovations 
and Research often had to administer testing unevenly; the teachers sometimes made the students 
come fiwn the fields in ardct to cake the tats. At times they wrote under the dim sunset light. One 
can also wonder if it is statistically necessary to incorporate such a great sample of schools, 
especially given the loQlPtic consmints. Finally, the usefulness of the testing activity is v a y  
limit&, without any tnformation about the student -- apart tiom gender -- and without an 
assessment which incorporates the school or teacher characterisiics -- apart from the application of 
the OPOs, yes or no?- the testing results may only serve as a men description. 

8 - 'lb data uulysis on a rtduccd d e  (inspectorate, school, classroom) in quite pertinent and will be 
expanded by rhe Monkwing ud Evaluation Teun within the scope of dacenualhtim." (remarks of Idrissa D i m ,  
officer of the E m  Tern, 0) 
6l -- '"The nsuh of the various components since the beginning of the project am seldom pnscnt in tha 
nport. In pmhhr, the npat does not say much about the tools of data gathering used by the Monitoring and 
E ~ ~ o n  Tam. Tbe mmks OH school pufomunce testing am quite debatable as well as the explanations given 
a h 1  student perlanunce ocl these teas. 7'he conditions described fa faking the tests are anecdotal and do not 
cornspard to w." (ranub ol Idrissa Diana, Leader of Evaluation Team, IPN) 



This weakness is particularly evident in the lack of consideration of socio-economic factors in the 
assessment of the Project's activities. Regarding test in^, for example, the inferior 
score of a student may be much more due to the fact that he did nct eat that morning, or that she 
spoke a diffemnt language at home from the community than to he teachers' application of the 
Oms. The researchers at the Division of Pedagogical Innovations and Research explained that 
they wee m m  interested in socio-economic factors, but that the Project constrained them to stay 
very focused on the Project's immediate and practical concerns. It seems that for the rest, the 
Project favored mon academic or theontical research. One wonders if a strategy entirely based on 
school interventions, supposedly to ensure the intellectual, physical, and moral development of a 
child, is not even more academic? 

Another observation was made in the annual report on technical quality. Sometimes there is an 
informal or scanty use of statistical figures to pment an argument or a conclusian. For example, it 
is not always highlighted which statistical technique is being referred to when the term 
"correlation" is used. Other times, it seems that the repon is referring to "Pearson's R," the test of 
hypotheses, or still quotients of analysis of regression. The researchers explained that more 
scientific repmts exist in which these distinctions are more formally presented. The use of 
statistics is limited in the annual ~cport which has a large distribusion, it was explained, in order not 
to confuse the decision-makers. The Project evaluation team was not able to consult these hsic 
documents to determine to what extent this confusion is effectively clarified there. 

The use of statistics in the reports of Monitoring and Evaluation presents another problem. 
Statistical conclusions arc sometimes presented in a manner which could guide a decision-maker 
towards a policy which did not fit the real situation. For example, the final report of "Assessment 
of Learning French and Mathematics for First and Second Grade Students in the Fundamental 
Schools" (1992) presents the statistical result that the "studct~t/teacher interactions" had no 
significant impact on the students' results. Without qualitative precision in the text (p. 47), how is 
the decision-maker to understand that this result is due to a practically complete absence of valid 
interactions initiated by the tcachers in their classmms; is this an issue of quality, and not of 
quantity? The ability to make such a distinction is essential in order to choose between a policy 
emphasizing assistance to the teachers in this area and a policy which ignores that need. The 
researchers of the Project are normally capable of addressing these questions thanks to the 
qualitative data that they have been gathering as a complement to the quantitative collection of data. 
The incorporation of these nuances in the component's rqorts would of course be very useful. 

The preceding remarks are mostly criticisms which could be found anywhere in a monitoring and 
evaluation effort, or any other context, North or South. For example, the testing program was 
conceived in collaboration with the Belgian technical advisors. However, this first national testing 
initiative is an important initiative for the sector and for the country. In spite of critical marks, the 
activity produced a rigorous statistical effort and produced interesting results. Never before had 
such an approach been undertaken in Mali, which especially should not be undermined by a 
technical criticism. That the Ministry of Basic Education has already arrived at this level of 
research and evaluation and that the discussion has reached this technical stage should be . - 
considered a very positive development. In short, this technical commentary should serve 
especially as a guide for the future on-going development of important activities of monitoring and 
evaluation of the Division of Pedagogical Innovations and R e w h .  

Degree of pertinence and collaboration. The issue of the usefulness of the research realized 
under the dinction of the Project must be raised at two levels: (i) for BEEP'S own activities; and 
(ii) for the more general activities of the Ministry, especially at the level of the regions and the 
inspcctorates. As far as the (theoretical and practical) rapport are concerned betwcen the 
Monitoring and Evaluation component and the other Project's components, all the staff involved 
expressed satisfaction. The same cannot be said for the component's relations and influence with 
colleagues at the Ministry not dinctly affiliated with BEEP. 



Reltitionships with the In-Service Training component look most solid. The staff of Monitoring 
and Evaluation and those of In-Service Training arc unanimous in their getting along together in 
their work. The researchers contribute and execute modules in the seminars conducted by the In- 
Service Training component. They also evaluate these seminars, and others. The staff of In- 
Service Training conabute to the preparation of the tools of Monitoring and Evaluation for their 
annual assessment of BEEP. Then they participate in the analysis of the results. The only 
criticism expressed by the staff of In-Service Trmning about this collaboration was the wish for 
more regular and timely feedback fmm the rwearchcrs. The distribution of the final report amves 
too late in the work schedule of the In-Service Training to allow the incorporation of the results in 
the module design. Even the technical brief "SOS Training" arrived after the design of the 
modules. It was also said that the Monitoring and Evaluation could consider the formal and 
continued trainin of the staff of In-Service Training in the desi~n and implementation of the f annual prawn o Monitoring and Evaluation; however, this remark was not expressed by all. 

Relations with the Girls' Schooling component are not as close. The Monitoring and Evaluation 
employees say that they do not rally understand the objectives of Girls' Schooling. They have 
difficulties in knowing what is supposed to be monitored and evaluated: the enrollment, the 
results, the performance, parents' attitudes, teachers' behavior ... ? Moreover, Girls' Schooling has 
its own research program to construct (it has not been entirely designed), although the staff did 
conduct several investigations locally. Certain elements of that research are incorporated in the 
Monitoring and Evaluation instruments, with the direct input of the Girls' Schooling component 
staff, but the issues remain vape and incohe~nt according to the Monitoring and Evaluation staff. 
Most staff of Girls' Schooling seem satisfied about their joint work with Monitoring and 
Evaluation, although they do not expect much from the latter's research. The annual report docs 
not contain much on this component. Nevertheless, the potential for collaboration between the two 
is very real fruitful, though it clxs not seem fully developed. (Regarding Monitoring and 
Evaluation, it may be significant that only one woman is working with the Project team in the 
Division of Pedagogical Innovations and Research.) 

No assessment came from the staff of the Community Support component on their collaboration 
with Monitoring and Evaluation. The staff of Monitoring and Evaluation said that they have 
consulted them as they consult the others for their contribution to the design of the research 
instruments for the annual report and then for the writing of the final =port and the distribution of 
the results. The particular interest of Monitoring and Evaluation in the activities of this sector of 
inrewention is especially evident in the issues that imply APE involvement in the financing, 
management, and operations of the schools. Once again, this is especially a descriptive assessment 
that seems to be given in the annual report. Closer and deeper investigations an deemed necessary 
to be able to assess the strategies, and not just the impacts, of the Community Support component. 

Relations with Education Management Information Systems component arc positive, but largely 
xeversed: Monitoring and Evaluation depends on Education Management Information Systems for 
information, whereas the other components depend on it for information. In fact, the staff of 
Monitoring and Evaluation take advantage of the technology and computer expertise of that 
component for the gathering and evaluation of the data. On the other hand, they apparently 
perform no monitoring or evaluation of the activities of the Education Management Information 
Systems, e.g. their rapport with the Regional Bureaus and the Inspectorates, their needs for 
information at the regional level, the command of new forms by the school principals, etc. 
Alzhough the usefulness of such collaboration was not raised in the discussions with staff of both 
components, the relevance of these issues was u'elt in the remarks of the Regional Bureaus and the 
Inspectorates. The lack of attention to Education Management Information Systems in the final 
report, given these reactions, cauld benefit from being reconsidered. 



The practical usefulness of Monitoring and Evaluation at the regional level is not ~bvious. The 
regional directors and inspectors (we consultcd all the dhctors and inspectors of Sikasso, SCgou, 
and Koulikoro) generally feel deprived of regular and relevant information. They fill  out 
questionnaires and answer questions, but they say these are not oftcn returned to them. They are 
sent BEEP'S annual report but it seems that it is of little interest to them, given the arguments just 
cited. In their analysis of thc activities of Monitoring and Evaluation, the directors and inspectors 
stress above all: (i) they do not understand the research objectives; (2) they feel mmoved from the 
process, with neither a role in the articulation of the target themes, nor in the design of the tools, or 
the implementation and analysis; and (iii) the msults do not nrch them in a useful way. In short, 
BEEPS Monitoring and Evaluation program does not meet their principal concerns. (It is 
necessary to add that the Education Management Infimnadon Systems is equally addressed by this 
criticism.) They also expmssed their disappointment in the decentralization romise of the 
activities of Monitoring and Education. They were told about training and g e purchase of 
equipment. They started forming teams to execute that component, and the Division of 
Pedagogical Innovations and Research even launched initial training workshops, but the inspectm 
and directors find that they have not heard anything about it since then. 

The representatives of the Division of Pedagogical Innovations and Research did express their 
concern about the need for regionalizing the activities of their field. They already have sketched an 
outline, which they have tried to initiate. But the time and resource constraints, especially this year 
with the budgetary difficulties experienced by the overall Project, has led them to a halt. 
Regionalization does not exist in the original terms of the component; this became a priority only 
with the fust amendment. But the design and the program of the ccrmponent had already been 
definitively formulated, said the technical advisor of the component. It thus k a m e  very difficult 
to integrate the objective of regionalizing the component without jeopardizing the rest of the 
program. As is suggested below, one ought to consider that the consequences are not all negative. 

For the time being, this initiative actually seems to be of secondary importance for the component 
employees. The two partners -- the Division of Pedagogical Innovations and Research and the 
Regional Bureaus/Inspectorates @RE and IEF) -- seem to share similar ideas as to the masons for 
and the elements of mgionalization. The perspective of a consensus is also under way on sharing 
tasks in a national strategy of monitoring and evaluation: the local cell would essentially oversee 
the technical monitoring at the level of the schools; the Division of Pedagogical Innovations and 
Research would monitor the issues of national policy and standards and would provide specialized 
technical expertise. To date, the time and strategy of execution of the current regionalization plan 
have not been set. 

From the Project's point of view -- especially given the argument expressed earlier in favor of a 
more thorough qualitative and quantitative analysis -- decentralization is an entirely logical step. 
By giving it first priority, the cumnt activities of the Project would then be redirected. The 
decision in favor of decentralization will certainly have short-term consequences on the technical 
development of the sector, but these effects should not all be adverse. For example, a local 
perspective would be better equipped in clarifying what is needed or what has been lacking up to 
now -- e.g. specificity in data processing or too general issues. The regional cell would be in an 
excellent position for adding qualitative details and incoqm ating socio-economic constituents to 
classroom pedagogy. A well-monitored technical assistance for these cells -- with advising, 
computerized services and so forth -- would ensure that the qualitative and quantitative 
imymvernents in nsearch studies would be completed by analyses based on solid technical bases. 

Contribution of BEEP'S objectives. The principal concern of Monitoring and Evaluation 
lies in the clarity of BEEP objectives. In the annual report, the analysis is focused on individual 
component objectives and not on the overall Project issues of internal efficiency and student 
performance. One seeks to meet BEEP'S official indicators, which are at times relatively 
superficial, -- e.g. female enrollment rates, OPO application, use of textbooks -- apparently with 



the aim of implementing BEEP'S plan. Sensitive to the intrinsic weakness of these indicators, the 
employees of the Division of Peda ogical Innovations and Research seek to deepen their analyses d with qualitative investigations. or example, here is the appreciation of one of the teachers 
interviewed about the c m n t  impact of the Oms on student learning: 'The teachers see a positive 
difference in their students' ~rfomance thanks to the OPOs." (Annual Report, 1992; p. 21) This 
kind of assessment is really ltmited to anecdotal remarks, probably for the technical muons evoked 
earlier in the sccdon on technical quality, e.g. weak experimental monitoring, and too vast a scope 
of analysis. 

The Monitoring and Evaluation does not really offer anything for measuring the degree of success 
of the Project in carrying out the objective of increasing the internal efficiency of the system This 
is really handled by Education Management Information Systems, which keeps the school data 
updated. It seems that, because this objective does not really belong to an operational component 
(i.e. with a direct impact in the classroom), it is probably present in the analysis of the annual 
assessment of the Roject. 

This situation shows that the improvement of internal performance is really an objective without a 
strategy. It is above all a question of faith: the sensitization at the level of the communities and the 
qualitative improvements in the classroom brought about by the Project will bring forth 
improvements in the efficacy of the fundamental schools in Mali. There is no evident 
experimentation in the program of Monitoring and Evaluation in order to examine this hypothesis. 
The employees of the Division of Pedagogical Innovations and Research explain this situation by 
saying that the Project wants them to limit themselves to the immediate issues of the components. 
A study comparing the schools with a high internal efficiency with a sampling of other schools 
with low performance could identify possible interventions not yet undertaken by the Project. 
Apparently this option of experirnenta! smtification is excluded, or simply not yet considered, by 
the Project. Without this possibility, the component will nevcr really have been involved in the 
realization of this objective. Without the kind of analytical monitoring -- the monitoring of 
Management Education Information Systems is rather descriptive -- one can venture to say that the 
Project in g e n d  will only reach this objective by chance. 

Regarding the objective of improved quality, Monitoring and Evaluation is especially reliable in its 
analysis of the impact and evolution of the inputs associated with the Project. The quality of 
education is more or less defined by these elements and the behaviors associated with quality: the 
evidence of the OPOs in the cumnt behavior of the teachers; the prcsence and the use of textbooks 
distributed by the Roject; the number of girls and the attitude and behavior of the teachers towards 
them. For technical reasons, obscnd earlier in the section with the discussion of the technical 
quality of the component activities, one has to limit oneself to this sort of inventory of elements and 
behaviors of "quality" without the real possibility of measuring or observing their actual impact on 
the current performance of the students. What is the actual impact on a student's learning of 
having a textbook? What are the conditions which serve as a catalyst or which have a positive 
consequence? What conditions minimize the efficacy of this element? The Project does not really 
ask these questions, which would be appropriate, for a case studies approach: to be fair to the . - 
Project, very few education projects really do. 

The testing initiative is veiy positive in that regard, but the Division of Pedagogical Innovations 
and Research will have to initiative controlled experiments -- with carefully defined saatifications -- 
befare being abk to go on to the next stage. Furthemore, the entire analysis of the quality realized 
by the Project remains internal. One docs not ask what is the impact of this improved edwation on 
the child in h a  life after school? Especially if one pays attention to the c m n t  ministerial rumors 
infemng that the education given t0.a Malian child is not sufficiently adapted to the real needs of 
the individuals or society as a whole, it would seem of utmost necessity for the Roject to consider 
the issue of external paformame of the school in its program of research and evaluation. 



The contribution of Monitoring and Evaluation to the nalization of the objective of regionalization 
is still weak. The component did not use the Project's objective of spading u regionalization as a 
priority neither in its own pro nor in the analysis of the rograms of o er components. As f- R, t t  
was indicated above, it is a re ntively new priority suffering m a twofold inertia, the Project's 
and that of the Government of Mali. The component employees claim that they do not have the 
time nor the resources to fulfill this objective. They carry out a pro which is already quite 
heavy, whose demands have not diminished with the introduction of 8Y is new objective. Only the 
Community Support component pays attention to an analysis of regionalization efforts, since it is 
direct1 concerned by this aim. Even though the analysis of Monitoring and Evaluation remains 2' supe ~cial for that aspect. The indicators are binary -- yes or no -- or limited to a series of 
behaviors: number of meetings with parents, frequency of APE meetings, community 
contributions to the school. There is no real qualitative analysis -- as allowed in a case study -- 
tibout what entails real community control. As far as the other components are concerned, there 
has not been an overall discussim of what it means, technirxlly and logistically, to decentralize the 
various activities of the Project, This could constitute another domain of monitoring and evaluation 
taken into account by the Division of Padago$cal Innovations aud Research. 

Institutionalization. The activities of research and evaluation of the Division of Pedagogical 
Innovations and Research precede BEEP, and even the Fourth Project. Regarding the issue of 
institutionalization of the component, at least technically, one can be fairly sun that the sewice will 
remain active after Project's financing comes to an end. Without financial support from USAID, 
the employees from the Division of Pedagogical Innovations and Research say that the service will 
probably return to the former system: (i) provisional actions realized for the various divisions of 
the Ministry of Basic Education; (ii) cany out research in Bamako; and (iii) solicit foreign donors 
to finance specific studies, 

Other reasons seem to be present to assume trust in the institutionalization of the component. First, 
the employees of Division of Pedagogical Innovations and Resach, the technical assistance and 
the other services of the Ministry have all observed that the technical expertise of the Division, like 
individual employees, has considerably grown, in depth as well as in size. Moreover, the range of 
technical services offered in the other divisions of the Ministry developed with the quality of the 
analysis. The quantity and the quality of the demand seems to have grown parallel with those of 
the supply, the contacts between the Division of Pedagogical Innovations and Research and the 
other services having become more habitual and formalized.62 The rapport with the external 
research institutes also appear to be promising, inspiring trust financially and technically. Finally, 
the impact of the Rojact on the management, planning, budgeting habits of the division seem to be 
positive. 

Given this favorable diagnosis, one chief question comes to mind: should financial or technical 
support of the component he continued? There are practical and theoretical factors to answer this 
question. BEEP now provides all the working budget of the Division; without these funds, the 
activities pertaining to the Project would certainly not continue. When asked the question, the 
employees expressed their fear about losing access to the Education Management Information .- 
Systems component, which they rtly on for all data gathering and processing. The decision to end 
financial assistance to the component would also hurt the decentralization of the expertise and the 
activities of monitoring and evaluation. 

e - This rrmarlr apccially concerns the ocher divisions directly associated with the BEEP. The same cannot 
be said about the othcr suvices of the Ministry (MEB); a situation worth the consideration of the component and the 
Reject It d l y  is noc wonh consolidating relations with the other services, since all the operational budget of the 
component is exclusively reserved for the anas directly covered by the Project. (Should one really want to stress 
setting up the DRrP as the monitoring and evaluation division for the whole Ministry, then this financing policy 
necdstobc -1 



Regarding the issue of continuing technical assistance, the team has affmadvel expressed its L assent, aslong as the assistance is maintained in the same spirit as it has cumntly n exercised. 
They describe the cumnt technical advisor's technique as not controllin . They a predate her f P judicious advice and her sensible answers to the technicrrl and managed needs so icited by the 
Malian colleagues. T h y  consider this kind of technical assistance useful and necessary and ask 
that it continue. Fmm an extmal point of view, two reasons can be put forth in support of 
technical assistance: (1) to help introduce to the monitorin and evaluation activities (i) a d subcomponent which favm a morc qualitative and experhen approach, (ii) a level of analysis 
which tends towards closer and mon practical stratifications (inspectorates, schools, clasmms), 
and (iii) an analytical approach which incorporates socio-cconomic elements; and (2) to help plan 
and implement the reglonalization of the activities and ex se of Monitoring and Evaluation. 
Provisional or permanent? The employees ask for both. is issue will be examined in depth in 
Chapter 5. 

e 
Next Steps 

In the discussion regarding the observations presented in the preceding section, "the 
implementation and impact of the component," several ideas came up for the direction and 
development of the education sector. These are described below as possible steps to follow in 
order to further the development of Monitoring and Evaluation: 

1. Regionalization. Thm is a considerable gap between the activities and priorities of 
the Monitoring and Evaluation component and the expectations of that component by the regional 
directors and the inspectors of fundamental education. Furthermore, the regionalization of the 
activities and expertise of Monitoring and Evaluation have not yet taken place, although they have 
been asked for by the regional directors and the inspectors and although the employees of 
Monitoring and Evaluation seem to appreciate its importance. If the Project and the component 
staff truly consider regionalization as an absolute priority, then immediate strategic discussions 
between both partners are highly desirable in order to design and implement a plan right away 
which will program h x  fundamental elements: (i) identification of the necessary materials; (ii) 
training -- content and schedule - and (iii) specification of the first research activities. One group 
at the Division of Pedagogical Innovations and Research should take on this initiative as its 
principal activity; this could be a team conrposed of two to three staff members of the Division of 
Pedagogical Innovations and Resmh and two to h x  inspectors per region. 

2. Experimental Approach. The level of analysis granted by the statistical protocol 
currently used by the Monitoring and Evaluation component is relatively simple and consists in the 
research of the ~lation between certain factors (i.e. does A have an effect on B?) and often of 
superficial comparisons. In order to allow mon solid and useful conclusions and allow the sady 
of other strategic options for the Pmject or for other partners, it is suggested to establish plans of 
controlled experiments, with more detailed criteria, e.g. OPO schools vs. non-OPO schools; 
schools using textbooks vs. not using; schools with double period of duty--same teacher vs. two 
teachers -- which allow the testing of specific hypotheses. . .. 

3. Stratified Analysis. The level of stratification in the statistical analysis incorporates 
vast groupings, remaining principally at the level of the regions, thereby limiting the strategies 
resulting in relative indications, or global policies or actions, e.g. a national distribution of 
textbooks, or a new module for the in-service training. More detailed geographical data exist, but 
they have not been processed in a way that allows the local school officials -- inspectc~s, 
pedagogical advisors, school principals and teachers -- to perceive the particular situation of the 
schools they are involved in, and to'bring more precise actions to it. Data analysis should be 
executed for smaller populations so as to allow all the actors in the overall system to understand 
what is occurring at the level they are interested in directly; for a principal, his school; for a 
pedagogical advisor, her district; and for m inspector, all the schools and the entin inspectorate. 



This strategy is compatible with the wish to regionalize the Monitoring and Evaluation component. 
It would spur the attention of the center to the particular needs information of the specific localities. 
With the rcgionalization of expertise, resowes, and management, the local staff could become 
responsible for the analyses which directly involve them 

4. Socioleconomic Factors, The data that are incorporated in the sector only take 
into account the factors associated with the school se; no attention is given to so&-economic P" factors. However, it is known that these factors p ay important roles in a student's onnaflce. 
By ignoring these factors, one risks attributing too much or too little importance to dF e individual 
educational factors. Furthermore, the research tends to focus exclusively on pedagogic 
interventions for educational problems, which really should be defined more broadly -- e.g. the 
present approach will never yield information concerning the impact of hunger on the results of a 
student of a school. It is thmfm desirable to incolrponrte these socio-economic factors in to all 
statistical analyses conducted by Monitorin and Evaluation, These data ought to be included in 

the T rt of school statistics pmvid e% by the school principal to the Education Molnagemcnt 
Information ystcrns at the beginnin of the school year, They would thus constitute an elanent of 
the annual r e s m h  canid out by f e Division of Pedagogical Innovations and Research.. They 
also ought to be part of the annual assessment of student learning. Together with the inspectorates, 
the research a~ght to be able to identify the most salient factors h m  that kind of study. 

5. Formal Links with Other Components. The contribution of Monitoring and 
Evaluation to the p g n m s  of Girls' Schooling, Education Mana6ement hformation Systems, and 
Community Support remain somewhat superficial. Major inhcators have been identified and 
described, answering the most immediate needs of the Project. Moreovw, the complexity of these 
operational components goes largely beyond the analyses that were canid out with the few data 
currently collected. Research teams ought io be established for each of the other components 
which would be f m e d  of members of the operetional component and one or two staff of 
Monitoring and Evaluation. These teams could design research programs with the help of a mixed 
budget. This would allow an efficacious transfer of expertise of research specialists 80 the staff of 
other components. 

6. Qualitative Research and Case Studies. The Monitoring and Evaluation 
component essentially stresses quantitative analyses, often completed by qualitative observations. 
However, there ant several important issues which do not allow quantitative research only -- e.g. 
what are the characteristics of an active APE; what does the teacher do to foster good results h n  
students in a classroom with multiple grade levels; what are the conditions favoring the 
participation and success of girls in school? Already them have been special studies in the 
component program, and only one was impleuntntcd. Furthennore, the staff of the Division of 
Pedagogical Innovations and Rcsamh took a workshop on qualitative research in A p l  of this 
year. In order to go beyond the descriptive aspect to get to understanding and prescription, one 
ought to consider xwauch which will allow for case studies. By targeting a few schools which 
seem to present the expected results or behaviors, one could make a thorough study which would 
undoubtedly be quite mvealing, With staff of other components and inspectors, one could identify .- 
the key questions which would necessitate such consideration. The realization of this study could 
also include stafT fmn other components. 

7, External Efficiency. The statistical analyses conducted by the Project raise 
questions of internal performance exclusively. In the research program, nobody asks: "is what is 
done in school going to help the child when he or she graduates, and how?" The contribution of 
the schools and the suitability? of the pmgrams to life is accepted without question; except, 
apparently, by the proportion of parents (especially for girls) who decide not to send their children 
back to school. External efficiency could be a reasonable theme for a case study. The results 
ought to intenst those who organhs sensitization campaigns for girls (e.g. explaining to the 
parents that what is learned at school does contribute directly to the management of family 



economy) as well as those who design and present the in-service training (e.g, showing the . 
teachers how to use teaching materials in a manner which should be directly mlevant to the work 
and the home environment. 

8. Broadening the Scope of the Component, The operational directorates of the 
Ministry of Basic Education (MEB) that are not under the auspices of BEEP hardly take advanta e 
of the expertise of the Monicorin and Bvalu~tion staff. This can k explained by two muons: t)  
they do not have at their dispo s8 execution funds for evaluation; and (ii) they do not have much 
experience with the ccmtribution of the  starch far plannin and articulahon of the policies. 
Considering that this issue is linked to the institudonaiizat f on objective of Monitoring and 
Evaluation, strategies ought to be reconsidend in order to stimulate such an intmst for the national 
bureaus. Two possible strategies could be: (i) carry out a f d  sensitization campai 

r f" the two research evaluation sexvices @RIP and EMIS); and (ii) name emplo ees of the D vision of 
Pedagogical Innovations and Research who would work jointly with col eagues of tfie national 
bureaus so as to define rtinent areas of research. The Project could even consider a non- I? designated fund in the udget to finance special studies requested by the Ministry's other 
directorates and which would be carried out by the Division of Pedagogical Innovations and 
Research. 

9. Continuation of Technical Assil~tance. With BEEP'S financial and technical 
assistance, the Monitoring and Evaluation component is developing favorabl in its expertise and Z contribution to the sector of fundamental education in Mali. There remains, owcver, pmgress to 
accomplish. It seems that this twdoId assistance could be both useful and interesting to the Project 
and the Ministry of Basic EdUCattion, the teachers as well as the students. 

Conclusion 

The technical level reached by the employees of the Division of Pedagogical Innovations and 
Research -- individually and collectively -- represents considerable progress for the National 
Institute of Pedagogy and for the Ministry of Education. The researchers, their superiors, the 
BEEP staff, and their colleagues at the Ministry have noticed the improvement of technical 
expertise in the planning and management of their activities, in the level of communication and 
integration with other s c ~ c e s  at the Minisay, and in the relevance of their research, particularly 
concerning the immediate needs of BEEP. 

However, the component remains constrained technically and in its direction. The present 
evaluation of Monitoring and Evaluation raises cereain priority issues if the continued development 
of expertise is to be ensured in that section. Among the needs, it appears essential to make a m m  
thorough study - both qualitatively and quantitatively -- of the factors which influence the teaching 
and learning by rcfming the levels of analysis and by asking precise questions. This more 
thorough research ought to bring answers which go beyond only pedagogical recommendations. 
Education is not limited to the action of the school, and the level of learning is function of several 
other factors than only the teaching method. It is suggested that priority efforts allow a rapid 
ngionalization of the activities of the component. Eventually a reduction of the range of activities 
at the central level auld allow the regional and local iq~cscntatives to participate in r e m h  which 
dinctly meet the problems identified at the level of the schools. 

The progress of the component has been remarkable. Assistance to its continued development 
seems well descrvad. One needs to go beyond immediate and exclusive concerns of BEEP to 
approach all the fktors which affkct fundarncntal education. 



CHAPTER IV 
OVERALL ASSESSMENT OF THE PROJECT 

is.3 As far as the overall assessment for the Project is concerned, six uestions wcre asked directly by ? USAID in the terns of reference for the evaluation: (i) the actors; (ii) the stages and the 
participants of both the initial and the on-going design; (iii) the environment in which the Project 
evolved and the major factors of its implementation; (iv) the influence of the h j w t  on the equity 
of the educational system; (v) the Roject's conPibudon to the improvement of the quality of the 
fundamental education; and (vi) the Project's impact on the efficacy of th3 educational system in 
Mali.B 

A. Project Design and Various Interventions 

One of the tmns most refemxi to by BEEP partners in the interviews, when regarding the whole 
process, was that of "improvisation," This uneven but also dynamic development of the Project is 
evident both in the identification of the m a s  and strategies of intervention and the articulation of 
the operation and management systenns and procedures. Ever since the abrupt initial establishment 
of the b ' e c t  in Mali, imposed by USAIDlW on USAD/Mali Mission, there has been a persistent 

Project. 
i' feeling o catching up, looking fm a themetical and strategic center, or reference point, for the 

m 

In order to guide the evaluation through this dynamic planning process, the evaluation team 
formulated four questions: 

1. How involved have the partners and beneficiaries been in defining the Project's 
objectives and strategies? 

2. Do the Pruject's objectives reflect the Government's concerns and the current needs in 
the ~tgions? 

3. Does the Project offer a consistent strategy to respond to the major concerns of the 
education sector? 

4. Does the Roject's structural design allow the implementation of the education sector 
objectives? 

Consolidation Project of the Education Sector in Mali by the World Bank 

a -- "I was vay surprised to see that the issue of sustainability was not chosen as one of the 'thCmes 
optradonnels.' USAID's financing of TA, textbooks, training and monitoring/evaluatbn has indisputably 
accomplished m y  things, but I fear the depmurc of the TA, the lack of cost recovery for textboob, the limited 
financial participation in the training by the Government, and end of 'hands-on' daily Project management by 
USAID, will c u d  the long-tam impm of USAID's important investment in primary education. I have the mst 
that the Ministry 'dckgated' to the TAs primary nsponsibility f a  Roject execution, and that the intenst and 
capacity of tho MMUy to fakc ova  the functions of the TAs at the end of the Roject is somewhat limited. These 
am simply personJ impessions, and palups I am mistaken. In any case, the evaluation team did not really address 
chis issue. which I would argue is a critical one fa any successful pmject." (remarks of Sam Carlson, Human 
Rcsowes EumanisS Waid Bank/ Mali) 



Augram of ~ w i o x i 7  
Adjustment, Objectives 

1. Control the flow of students 
admitted in the 8ccondary and 
higher education, depending 
on the budgetary resources... 
arid control the expected 
evolution of the dunand on the 
labor market, 

2. Improve education efficacy 
and relevance, by revising the 
school book polrcy and 
teachers' training, and adapting 
primary ed. pmgrams. 

3. Restructure the budget so as 
to benefit primavy education, 
intensify the utilization of 
personnel and equipment and 
the mobilization of private 
funding and implove the 
efficiency of schooling's 
response to 
marke t/employment signals 

1. Increase supply and demand 
in primary education in thFee 
regions of the country 

2. Improve the efficiency and 
relevance of primary education 
in all regions of the country. 

3. Define and apply a strategy 
for resaucturing secondary and 
higher education. 
4. Innease the planning and 
managanent capacity of the 
education sector. 

Investmen t S trategies 
Component 

a, undertake a vast program of 
construction, renovation, and 
np* 
b, use of low-cost pataicipatgr 
techniques; 
c. inmase efficacy of teachers 
and of classrooms 
d. develop private educational 
services; and 
e. in- participation of 
underprivileged groups. 

a qualitative system of 
monitoring and evaluation 
b. revision of teacher training 
and primary ed. programs; 
c. vast training mgram for 9 primary cd. s f; 
d. pedago#c supervision and 
support reinforcement 
e. furnishing of school 
textbooks and materials. 

a. reinforce role of involved 
offices; 
b. reduce scholarships; 
c. and others, 

a. reinfme Ministry bureaus 
responsible for planning, 
budget, staff and equipment, 
decentralized management, and 
for project design and 
execution. 

(World Bank, pp. 

Partners and Beneficiaries' Involvement. Starting with the partners, two groups were 
considered: (i) the other Qnm; and (ii) the Government of Mali, or molr; p i s e l y  the Ministry of 
National EducatioR (MEN). The other donors were involved in the Project design only indirectly; 
this is due to the firct that USAID used part of the Fourth Project of the World Bank, which already 
included other sponsors. In its initial conceptualization, the Fourth Education Consolidation 
Project had a relatively consistent strategy. Its major objectives and strategies are represented in 
the Table above as presented in the original document. Each sponsor would bring an input to the 
overall program, the balance of which was both pcarious and essential. According to the World 
Bank, 



the realization [of tha Fourth Project] will requinq.,!kom the donors a redoubled assistance 
and a sound &nation of their actions capahb of supporting the reform process and the 
investments that this will imply." (World Bank, p. 18) 

With the overall upheavals in the education sector and in the country since 1981, a lessening or 
ending of the rule several other s nsors had lay& in this collective initiative has occud.64 
Since USAID remains one of the P" ew donors ( a! ong with the Warld Bank) to maintain a high level 
of assistance to the sactor, the implementation of the Fourth Prefect has lost an element (or several) 
of its cohesion. The negative effects of the weakened or missing components to the sector's 
development turns out to be quite high, ressuxing USAID to satisfy needs originally (or 

endally) to be met by another donor, e,g. e distribution of textbooks. The inidadves of the In- F 6: 
mice Training com nent were considerably weakened because the students and teachers had 

not received the text & ks, since under the Fourth Project the distribution should have been 
maria ed by another donor. USAID took action, though tardily. This kind of situation has t contri uted to giving the impression that USAID program is being defined a bit ad hoc as new 
priori ties occur. 

Theoretically, the propm of the Fourth Education Consolidation Project was included in the 
national educational initiative of the Ministry (MEN). The fact that this agreement was signed by 
the World Bank (and by the International Monetary Fund for the structural adjustment program) 
would seem to indicate that the Government was involved fully in the articulation of the program 
and its requirements. Later on, it followed that the Government was doubly involved in the design 
of BEEP'S program, having granted the authorization of the Project and the one which inspired it: 
the Fourth Pro~ect. This principle does not seem to have been confirmed in reality. Indeed, neither 
the investment project nor the conditionalities benefited from a real strategic participation of the 
Oovenunent of Mali. (One wonders if the motivations on the part of the Government to accept the 
joint mgram of the World Bank and USAID were based primarily on consideradons directly J link to the educational sector. What part did the need for foreign exchange and other political 
concerns have in the Government's decision to accept conditions that all partners suspected to be 
intolerable?) In the design"docurnent of the "Education Sector Consolidation Project" of the World 
Bark it is stated that 

. . .the Government proposes to promote the development of a more efficient use of the 
physical, human, and budgetary resources put in the service of education, to bmaden the 
base of the ~rcsoms of the education sector through an increased support of all interested 
partners, and to decentralize the administration of the educational system by a widespread 
participation of the regions and the APES. (p. 18) 

One wonders if the discnpancy between these intentions and the implementation of the cumnt 
strategy does not require a level of political will and power that exceeds the means of a government 
and country that have just come out of a long period of authoritarian rule. In short, the idea that the 
Government of Mali participated fully in the design of the BEEP's program is not altogether 
credible, especially when the agreements were signed under a former toppled government. .- 
Moreover, even though it is evident that the Government of Mali is interested in a collaboration 
with the various donors for the expansion of the basic education, for the Government the 
agreement conditions tend to compromise two educational categories which today are equally 

64 - ". .. Ihe sbuement is made that USAID remains the only donor making and effort in the sector. Where 
does this come from? Even subtracting the USSZ million of quick disbursing money, the World Bank's 
involvement in the sector remains considerable, if not the largest. The French, the Germans, the African 
Development Bank, the Islamic Devebpnent Bank, the Dutch, UNICEF, etc. arc all involved. And we am all 
involved with the pbnuy objective of improving basic education access and quality ..." (marks of Sam Carhn, 
Human R c m u m s  Earnmi* World BanlJMali) 



needy of technical and financial he1 : the secondary and higher education. The aovamment views 
the educational system as a whole. ar 

USAD continued to desien and negotiate new objectives, ag. regionalization and new strategies, 
often, according to some, m a unilateral fashion. Regionalizadon, the ma'or strategy introduced in 

P 1 the first amendment, can serve as a significant exce don to this observat on since it was designed 
by USAID with the close collaboration of the omer director of the National Institute of 
Pedagogy.66 It was observed that U S A D  res nded naturally to the needs perceived and 
articulated b the Ministry, e.g. the actual posa bility of supplying textbooks to the Koranic X P" 
schools, but e msponse to the requirements of a Government does not make USAID a m e  equal 
partner in the desi n of the program: USAID reserves the right to say "no." The divergencr is 
evident, for examp f e, in the recent refublal of the Minister of Basic Education to s i p  the agreement 
of a third clause suggested by USAID. When seeing the refusal of US$1 million for the basic 
education of Mali, tho h t  nacdon on the part of USAID was to consider that the Ministry did not 
have a sincere interest in the expansion of that sector. This kind of reaction is all the more 
understandable given that the eparation of that clause had begun with a partnership, and a d positive understanding, among SAID, the National Institute of , and the Ministry of the 
former Govcrnrxlent and that Government had already ken targeted by the 

L 
amendment for about two years. The apparent sudden be interpreted as an 
untimely chan of policy. Another intapretation of the Ministry's response would be to consider 
that this is the t b e  that a Govemunent asserts a dimct involvement m the conceptualization and 
the overseeing of the strategies begun under its jurisdiction. USAID was proposing an entirely 
new strategy for BEEP. Since. sooner a later, the Ministry would be held nsponsiblc for this 
initiative, ~t seemed natural for the Ministry to examine carefully the dossier and consider its 
relevance to the o v d  national policy and program for fundamental education. Even though seen 
from that int of view, the action of the Ministry could be considered as a favorable rather than 
negative eveloprnent towards the Project, it is not ever possible to know the true motivations of 
people* 

8" 
The beneficiaries that were targeted for the Project -- teachers, APES. students -- can only be 
considered as consumers of the Project, and this within a monopolized market. The executors of 
the Project may adapt some saategm to certain exigencies of that group, but are auly limited in 
their options. For example, the FAEF componcnt decided to decrease the amount of the local 
contribution amount for school renovations from 35 to 2!i pa cent, Now the inspectors realize that 
even this contribution level is not feasible for some really deprived communities. Furthennoxe, 
many communities and inspectors request new construction, pointing out that the impact of new 
classrooms on the schooling rate would be much greater than that of school renovations. 
However, USAID officials of the education sector assert that the agency regulations concerning 

6 -- "The aatement that the Malian Government did not pticipatc 'strategically' in the preparation of 
neither the inveament components nor the adjustment cornponenu of the Fourth Education Project and the BEEP 
seems a lit& samhd It would be quite easy for tk World Bank to document the Government's par(icipation in 
both Project and p r o p  preparation. It is entirely m e  that the Transition Government and the subsequent . . 
governments of tbc 'lhird Republic inherited the Project as negotiated during Moussa Tmre's regime, but this is not 
a statement a'bow Project 'ownership' at the time the Rojact was pnpered. Moteover, tho evaluation states thnt the 
Government's 'need' f a  foreign exchange faroed it to sign agreemeats it could not keep, implying that donors wen 
to blamc for pmposiag these agreements. This suggests a lack of sovereign decision-making capability and 
responsibility on the put of the Govanment, which smacks of paternalism. In fact, I would still argue that all of 
the policy m a s u m  which wue agreed to remain valid in terms of their porential contribution to developing primary 
education, and the we should continue to pursue them. Whether or not they we= (or am) realistic is up to the 
Government to d#rmine." (marks of Sam Carlm, Human R e s o m  kmamist, World BankMali) 
BB -- One d tbe slleeeJtions offerad by Ihe former Fmtor of the Natimal Institute of pedaeogy concerned the 
Centers of R q k m d  Savica, to be located in the ot!ices of the DRE, and miwt to assist local adminismtm and 
teachers with the identif#rion and mastery of techniques, the development and use of equipment, and the utilization 
of other pedaebeicrl inputs. 



new construcdcm rn such that this strategy is effective1 rohibited. The inspectors of the Malian 
&hools also pointed to the enonnous conbibudoln that d t  AID could make in the education sector, 
if it would acce t to finance the salaries of the provisional workers for a year, as is dona by 
Canada (the P EP). Reasons for this reticence on the part of USAID ngarding these proposals 
can easily be understood. Nevcrthelcss, one cannot ignore the past and present lack of 
involvement of the beneficiaries in the design of BEEP'S propam. Consequently this entails 
problems of mlevance and sustainability for the Rojwt. 

Consistency regarding the Government% concerns and current needs. According to 
community representatives, -- the APE8 -- and Minishy staff in the field -- especially re onal f' directors and inspectors -- consulted by the evaluation team, the first priority for the expans on of 
the education sector is to incnase supply. A great majori of the beneficiaries consulted in the 
re 'ons covered by the Project felt that USAID should o like the Cangdians, i.e. build new r !' 
sc ools and pay salaries of temporary teachers. No doubt USAID takes it upon itself to increase 
the number of school places, but to limit the FAEP inteaventions to renovation is certainly limiting 
the impact of this component as regads this objective, both relating to uantity and to equity. It 91 appears that USAID policy not to begin new construction is in d o i t  con ict with the objective to 
increase the number of school places. One USAID administrator assured the evaluators that the 
FAEF-assisted renovations usually wen much more than purely superficial; that, in fact, in many 
cases, the effort was to make operable a classroom that was no longer in use. The team was not 
able to obtain an actual figure for the number of new places that were mated by the Project, and 
this paramcta does not appear among the official indicators.67 

Regarding quality, the Project also only partially responds to the major needs of the education 
senor. It is evident that it cannot do c v e e g ,  but the lack of a systemic ap Bd ' the design Fh * and implementation of initiatives sometunes leads to insufficient results o no real impact. The 
distribution of textbooks serves as an example. The need for textbooks in the classrcxrms was 
acute; USAID initiative to act quickly was admirable. Nonetheless, the results were far fiom those 
expected for a number of reasons, which denote the importance of beginning actions with a 
consistent strategy and of following a systemic approach. Although the teachers were very grateful 
for receiving the textbooks, it was found that most teachers had not used them, offering the 
following reasons: (i) the textbooks arrived after the trimester for which they were destined; (ii) 
they arrived without the teacher's guide; (iii) the training the teachers had gotten for teaching oral 
French had been based on other materials; and (iv) the textbooks are not well-adapted to Mali. 
This is not the fault of USAID, but this still shows the insufficiencies linked to the way the 
"improvised" interventions were carried out, without a coherent method or plan for initiatives that 
would complement a reinforce each other. 

67 - Consistmcy ngarding the Government's concuns and the cumnt needs: the consultant claims there is 
an inconsistency between the USAID refusal s build new classrooms and the government policy to increase 
schooling rates. I think there is no inconsistaxy because the FAEF objective of USAID is not to raise schooling .- 
rates with an incnase in the number of classrooms, but rather to improve attendance in the nrral areas through a 
viable environment which will incite parents to send their children to school and to remain there during the duration 
of its cyck" (nmPrlrr d rtrahimo Sisso&o, TaJuricrl AdvisorK!Oadinator FAEFNSAID) 
BB - "Repaally.  the evaluators confuse pnra Rojcct execution with 'be lack of a coherent, systematic, and 
strote* apporrh.' 8wting the latter is to blame far limited Project nsults. This assmion is arrived at often with 
little consideratiaa of otbw factors afYecting Ropa results, and appears to me to be a 'knee-jerk' explanation on the 
prvr of the tvaluvon (seen in Section 111 [of he Introduction] as well). Personally, I would argue the Project was 
welldesigned (with thc exaption perhm of the relatively small adjustment component), but poorly executed, 
because of politial ud institutionaVbunaucratic factors on thc Malian side, and because of inadequate supervision 
hwn the World Bank side. But nowhere in the evaluation is them a thorough analysis of the Government's capacity 
and responsibility fat Rojcct execution. This is particularly so in the case of the textbook and mining 
canmnts." (rematr of Sam Carl-, Human Remums Economist, World BanWMali) 



Another example, raised during the discussions is the strateg of the In-Service Training. The K currant in-service training is theomtically Hmited to the teac ers of the first three years of the 
fundamental school, One can imagine the problem students will face in their fourth year with a 
traditional teaching method aftcr experiencing three yews of innovative instruction, 

To be sure, one cannot expect USAID to respond to all the deficiencies of the education sector. 
However, a dialogue between the implementors -- i.e, the teachers and the Minister -- proves 
imperative to ensm a close and Foductive coordination between the desi ed pro 
primary needs of the sector. d i s  dialogue is necesmry for understand nn nl( prob ymah: ems, needs 
constraints, and options. Them is no better way to ensm the adequacy between the design of the 
Roject and the rcal naeds, even though the intervention options are Hmited. 

The need to listen to the partners proves to be especially important, with the appearance of a new 
priority -- which seems of great interest to USAID: the non f o d  sector. At the confmnce on 
national education s nsorad by UNESCO, and which took place at the Ministry of Basic 
Education W B )  at gsune time as the present team's activities, the need mc evoked to uestior. 
the usefulness of the traditional school for the elementary needs of the Malian people. !"he nim 
formal education activities conducted by local NGOs ncently attracted the interest of USALD. 
With this fortunate convergence of USAD interests and the present concerns of the Govcrnment, 
an important opportunity presents itself to begin the dialogue in order to design the future 
directions of USAID projects in the education sector. 

A Coherent Strategy. The examples related to the lack of coordination between the textbook 
distribution and the activities of the in-service training axe repeated by virtually all the Project 
partners to say that aspects of USAiD's intaventions constitute an "improvised" strategy. Because 
of the urgent pressure by USAID in 1989 to initiate a program right away, there was no time to 
think through fully or to engage the Government in adequate discussions in order to design a 
consistent strategy. With the political events since the revolution, the Ministry has not really 
established a long-term focus to influence or inform USAID objectives and actions. With all those 
changes, the Government had a hard time articulating and implementing strategies and policies 
which USAID could attempt to complete or reinfme. 

The Structural Conception of the Project. Wf: noticed that the lack of consistency in 
BEEP'S programming is closely linked to a lack of sauctural coherence in the Project's 
organization; another probable consequence of its hasty beginning. Just like the activities, the 
definition of the management and coordination stnrch~res were defined as they were being 
designed. This phenomenon is as evident in the internal structure of the Project as in the fonnal 
relations between the Project and the Ministry. For the Project itself, the indicators of the absence 
of structural consistency arre the following, among others: 

i. 

ii. 

iii. 

iv. 

the auk distinct administrative components of BEEP -- (i) ABEL technical 
assistance, (ii) USAlD technical assistance, and (iii) the purchasing of material and 
equipment; 

a lapse of about two years without a Project coordinator -- one is to be h i n d  in 
September 1993; 

according to several technical consultants, the fonnal and informal coordination 
among the Reject's technical advisors was discouraged by the more centralizing 
USAID/Mali officials; 

the relatively Fecent establishment of a monthly meeting that, includes the 
participation of Ministry officers from the various components fills this lack only 
pareially: the meeting seems to be used more to present pmgrams than to study 



tagcthcr joint possible ~tratcgies;~ 

v. at the beginning of the Pmjcct, each component pmscnted its own budget, 
without coherence in the prusentation, and the same is me for the plans of action; 

vi. the res onsibility for s sion of the budget was given to one of 
the dgogica l  mnse "P"' om, without my n@u contmIs; and 

t efforts for the last two yem to inhwduce serious 
discip nc and unifamity in administtatlnn, planning, and budgetization of BEEP 
have had an evident i F on the management (at least on its a ~ 0 ) ~  
although USAID in uced these structurcn somewhat u n i l a G d  somewhat 
by fits and starts. 

The Project seems to be functioning very well now; there am clear procedures that all technical 
consultants and their counterparts have learned and respect, and very fine plans and rigorous, 
uniform budgets an pioduced. The technical advisors quickly iadd to this observation that good 
management is of no use without action in the field. USAID and the technical a d v i m  assess the 
balance between good management and rigorous techniques very differently. The two are 
necessary, but the considerable lack of dialogue in the design of BEEP'S routines and actions docs 
not allow a s h a d  resolution of these management issues which demand a joint application. 

Moreover, the obli ation this year to utilize the new adminismuiw and man. ement s stems if without any m s i  on upset simificandy the activities in the field. USAID f zc all b j w t  
expenses in February because of new USAID regulations (for the h jec t )  regarding budgeturg. 
This decision slowed down the Project's operations for over two months. nien wen significant 
repercussions on, the actions of several of the components, particularly those linked to the school 
year calendar. One cannot criticize the initiative to rationalize the management of the budget. But 
the way it was institutionalized deserves criticism. Ill-fated consequences for the Roject could 
have been avoided with (i) a rnon cooperative approach to the design and initiation of management 
innovations; and (ii) a single responsible officer -- a Project leader -- could have served as go- 
between between USAID and the technical advisors to negotiate and direct the application of new 
pmedurcs. 

As far as the lack of dialogue between USAID and the Government, it is necessary to point out that 
USAID often am ted to nctify thii situation. The authority of the Bumu of Education hjects "P is more and more elt regding the monitoring and the supervision of the Project's activ~ties. 
Previously, the BPE only learned about the actions and decisions pertaining to the Project after the 
fact, whereas now plmxdms have b a n  established (and respected) to involve directly the BPE in 
the approval of action plans and the supavision and management of the implementation of these 
activihes. S~lucturcs arc still missing which would lhk the Bureau, as manager of the Roject, to 
the departments and bureaus of the Ministry which are dinctly implicated in the technical work; an 
issue of horizontal communication. This situation has been brought about by deficiencies in the .a 

vertical communication between the Project's implementing departments and the hierarchical 
superiors who an: supposed to have complete knowledge of these dossiers. This results in a kind 
of disjuncm between the Project and the nmaining initiatives and strategies of the Ministry. The 
same situation also exists at the broader govanmental level between the center and the regions. 

(P - USAD bd b#n scheduling &ly meetings with all technical advisors and their Malian counterparts 
since 1991. 



B. Centext 

Context should 

92 

of the Project 

be understood here as the prevailing political and administrative setting 
surrounding the Project; it exercises a positive or negative influence, depending on the case. Thus 
the Malian and USAID administrative backgrounds have repercussions on the unfolding of the 
Project. 

At the USAID level, the bunaucnoy consists of long and complex pmedurcs, numerous conml 
systems, and uent changes in procedure without sufficient warning (e.g. the manner of 
presenting the 9 bu get, discussed above). Moreover, the changes in official appointments and the 
rmposition of American administrative norms have mated some difficulties for the Project. The 
overwhelming presence of USAID/Mali in the im lementation of the Project in the daily 
management has a h  often been criticized. However, 8 e positive appreciation re d i n g  the direct 
involvement of the technical advisors in the field needs to be underscortdf as well as the 
conscientiousness brought to the management of the PIojact by USAIDIMali. 

The Malian context is characterized, in variable degrees, by a heavy bureaucracy, a lack of 
information or insufficient information on the Project and its unfolding, the slowness in the 
decision-making process, the inconsistency of the system at times, the cloistering or the 
overlapping of responsibilities tiansfened to other administrative services, the "improvisation" and 
the lack of authority over the implementation of the dossiers, and the lack of taking authority by the 
Government of Mali regarding the Project. Nevertheless, it is worth noting that, to a certain 
degree, the lack of a heavy supemsion by the Malian authorities h a  favored a certain autonomy 
for the Project. 

On the other hand, the o v d l  political context in Mali has had an impact on the unfolding of the 
Project. The many administratwe changes, due to a unstable political context, have disrupted the 
implementation of the hject .  With each new administration, a delay was experienced while the 
new officials obtained an adequate level of information so that the Project could continue to 
develop. The absence of continuity in the monitoring of the dossiers on the part of the 
Government of Mali, the change in structures (e.g. the disbanding of the B m u  of Planning), the 
absence of "ownership" of the Project and of strategic management by the Ministry, and the easy 
acceptance by the Govcmment of the still impossible requirements have all influenced the Project. 
The political m o i l  and the frequent interruptions in the progression of the school year have 
affected the evolution and the implementation of the Project. Yet the new democratic context has 
permitted the flowering of a new framework for discussion between the Government and 
USAID/Mali, whose initiatives often appeand "improvised" or ill-timed. From this time on, it was 
necessary to negotiate, persuade rather than impose. It has thmfm been possible to determine a 
number of problems in the implementation of the Roject and to find viable solutions to them 

The Project has also had an influence on the existing Malian backdrop in other ways. If the per 
diem system70 was a real incentive for the Malian technical staff involved in the Project, its 
institutionalization poses a problem today and could jeopardize the Project's objectives as soon as .- 
USAID funding ends. The authoritarian, uncoordinated decision by USAID to demase the level 

7b - The pa diem sitwtion blew up when the new USAID director announced (i) the enforcement of the 
existing USAID exclusion policy of the p.actice of awarding pmmiwns to governmental employees ruld (ii) the 
global application of USAID norms for the payment of these per diems. The rates paid previously by *h Project 
went considwbly ova chose norm, several with whom the evaluators spoke mentioned the abwes of the system. 
Also common were the observations reptarding che "unilateral" change of the pa diem policy. The effects of this 
decision on the wor& of Lhe Project are not cleu yet; ngarding che In-Service Training in particular, negative 
repacussiau arc p d y  feerad h the areaof tninws' and teach* or principals* participation. Ihe new 
policy appears more quitable, sspfially for the ikc= regions, but rumors still persist. It would bc 
interesting Io nexrmine this issue in a year From now, and the year after next. 



of salary bonuses has created some frustrations and concerns. The per diem has fostered a new 
attitude which could put the Pmject's sustainability at risk, hence the necessity to consider a new 
system of incentives which is not exclusively based on money. 

However, the Project has had some beneficial effects on its environment. It has elicited and 
maintained the needs for management, planning, sharing of information, etc. It has b a n  able to 
mate a national tential in many areas, foster a irit of accountability, and even of autonomy. 
The rofessional havior often modeled by the tec a1 advisors was in itself of practical value. P C L 
Fin ly, the Project has helped to draw attention to the necessity to involve the local and regional 
levels. 

3 

C . Project Execution , .I 

Regarding the overall Pmject execution, the evaluation beam asked three fundamental questions. 

1.  What were the degree and quality of involvement of the various artners, 

management of the Project's activities? 
I' technical staff and beneficiaries in the implementation, coordinat on, and 

To various degrees, USAID, the technical advisors, the national bureaus and the APES are all 
partners in BEEP'S implementation. The role played by USAID is no doubt the principal one in 
the Project execution. USAID finances and approves the technical advisors m i t e d  by ABEL. 
There is another kind of technical assistance, engaged by local contract recruited by USAID in 
Bamako and contracted locally, involved in the Project execution (accountant, Koulikoro/FAEF 
unit, and girls* schooling). 

The technical advisors (ABEL or local) design and program the activities along with the Minisby 
(MEN). The activities are centralized at the level of the BPE, and discussed and adopted in a 
meeting of the departmental staff. The gram of activities is then submitted for approval to 
USAID (who can accept it or amend it), K' e can conclude that USAID has a mon domant role 
in relation to that of the other actors in the Project's execution. This stronger role may weaken the 
level of authority assumed by the other partners. 

The technical advisors (ABEL or local) also play the role of adminisrrative, financial, and technical 
support. This role, mentioned nowhm in the Project's a r, overlaps the roles of the BPE and 
those cited eariier by USAID. It is desirable that the tee 1 nical P" advisors' role of technical support 
not be overshadowed by the role of administrative and financial support. 

Until September 1992 or January 1993, the BPE, theoretically the coordinator of all Fourth 
Education Rojcct components, was practically removed from the Project; consequently, 
implementation was cam4 out between USAD and the technical advisors located or not in the 
national bureaus. As far as the National Institute of Pedagogy is concerned, for the In-Service . - 
Training and Monitoring and Evaluation components, thm is a separation between the Project's 
activities and the normal activities and divisions of that institution. This represents an attitude 
which may be detrimental to the sustainability of the achievements of the Project. Then is no 
technical steering commitm of the Roject which could have lessened thc friction if USAID could 
have given up one of its thne roles (that of executor). 

2. Do the current activities conform to the overall spirit of the Project? 

The answer is yes. The activities within the six components of the Project are able to fulfill the 
objectives, which arc: to improve the quality, the efficiency, and the equity of the educational 
system in Mali. Im spite of the improvement of certain indicators (many more children attend 



school, the schoo!ing rate is getting better, the rate of repetition of classes is decreasing, the 
itlfrastructures rn rmpmad, more teachers are trained in Om), one can assert that: 

Certain actions arc not consistent: e.g. many trained teachers did not have all the 
pedagogical materials requiFbd; 

If the Koulikoro example is in the m s s  of fulfilling the regionalization plan for 
'se and material possi ilities, the national bureaus are still nticent about r ! 

the decen ization of power and responsibility; 

Insteak <>: dleviating the urban/kural gap, the Project remains largely in the urban and 
semi urmn centers. Limiting itself to regions already favored, the Project will have 
contributed to widening the gap between the a m s  of the Project and the =st of Mali. 

3 .  What are the major questions raised when implementing the Project? 

They concern, among others: 

the reticence towards the regionalization of responsibilities and authority over the 
activities of the Project (the determination, on the part of the center, to keep all or most 
of the power); 

finding a balance between the technical function of the technical advisors on the one 
hand, and their function as managers (administmtive and financial) on the othe~ 

the professionalism of the teacher trainers -- at he level of the DRE -- and the 
necessary distinction between the trainers and the evaluators of the teachers (school 
inspectors); and 

the marginalization of non-project assistance. 

D.  Equity 

BEEP covers four regions: the District of Bamako, and the regions of Koulikoro, Sikasso and 
SCgou. The Republic of Mali is divided into eight regions plus the District of Bamako. The 
problems of low enrollment, lack of teaching and learning materials, of insufficient teacher 
training, insufficient pedagogical support and supervision, and the overburdened school 
curriculum are all acute throughout the whole national territory. By selecting from the stm of the 
Roject shady mlatively privileged zones f a  a significant intervention of an mtegrated set of large 
scope reforms, while ignoring the rest of the country, BEEP has based its action on an inequity 
which runs the risk of widelling the gap between the regions. In 1987-88 (before BEEP), out of 
the 1418 schools of the first cycle in the country, 958 w m  located in the four zones to be covered 
by the Rojcct. Whereas the mgion of Koulikoro counted 355 schools in the fmt cycle in 1987-88, 
that of Tombouctou counted only 69, Gao's 82, and Mopti's 56. Out of 306,679 first cycle 
students in the first cycle in 1987-88, 21 1,301 were in the mnes to be covered by the Project. 
53,587 students wae enrolled in the fmt cycle in the Koulikoro region, in comparison with 
12,023 in Tombouctou, 15,556 in Gao, and 31,528 in Mopti. These figures produce average 
ratios of 15 1: 1 students per school for Koulikoro, 174: 1 for Tombouctou, 190: 1 for Gao, and 
231: 1 for Mopti. The figures remained basically the samc four years later, in 1991-92. 

The insufficiency in the number of classrooms in these other regions is even more striking if we 
consider the population density of the remote ngions is lower than that of the regions covered by 
the Roject. For the students enrolled in the low density regions, it is easy to conceive that the 



distance to cover is significant, and that, without new construction, the non-participation rate at 
school will be reduced with difficulty. 

The evaluation team received only one explanation for the choice of these target zones. The 
Assistant Director of the BPE determined that the regions of Bamako, SCgou, and Sikasso w m  
selected for two principal masons: (i) the density and the absolute population figurns are higher in 
these three regions; thaeforc. the possibility of nachinq a greater number of children -- a question 
of efficiency -- was greater; and (ii) given the obligatron imposed by the Fourth Project, 'ust as 

ti! with BEEP, of mhing a relatively ambitious quantitative objective, it was considmd that e best 
strategy was to concentrate on the activities where pmgress in education was already be 'nning. 3 Concerned with the imbalance and inquity inherent to this strategy, USAID tried to ca yze the 
actions in the other re 'ons through encouraging other donors to intervene, e.g. the Oennans in 
Mopti, the Swiss and ~ C O  in Tombouctou, Om, and in the North, the World Bank in Mopti 
and in Kayes, and the Canadians throughout the coun BEEP also directed some of its actidhes 
towards schools in all regions; in particular, with the 8 tribution of textbooks, the cascade teacher 
training approach, and the training of the regional directors and inspectors of fundamental 
education for the whole country while supplying them with training materials. 

Nevertheless, by concentrating its efforts in certain zones, the Project has reinforced existing 
inyualities instead of correcting them. Inequalities w e n  observed also within the zones of the 
Project, i.e. between urban centers and nual areas. In the urban zones where the mobilization of 
resources is relatively easier, the FAEF interventions, f a  example, are much more significant than 
in the rural zones where there are hardly any resources. It also appears that the impact of the 
Project is much more visible and more important in the Koulikoro region than in others even 
though Koulikoro was adopted by the Project later than the other regions. Is it the gcogra~hical 
proximity of Koulikw near to the center of decision-making - USAID Mission and the M~nistry 
of Basic Education in Bamako -- that permits easier and greater impact or lessons learned from the 
experience acquired with the first zones? There is no easy answer. 

The principal question which concerned the evaluation team =garding equity is the following: do 
the measures and intaventions undertaken by the Project to ensm equity in the educational system 
support the reaching of this objective? Regarding Non-Project Assistance, the obligation on the 
part of the Government of Mali to control better the flow of students entering the secondary and 
higher education institutions, as a condition for the allocation of installments, would appcar to 
favor the fundamental education by supplying it with more financial and human resources. On the 
other hand, the measure promoting pnvate education for a broadening of the education base does 
not raise any problem in the urban centers; there many parents fully understand the need for 
schooling and can raise the income to finance the schools and the education of their children. But 
in the mral areas, the parents are sometimes hostile about schooling as much for their sons as for 
their daughters. To favor the broadening of the base of education by the expansion of the private 
schools leads, in the absence of the habit of paying for education, to benefiting the urban centers 
over the d areas. (Already a greater demand for education in an urban area favors the 
mobilization of mon resources -- 25 per cent of the FAEF funds of the Koulikoro region w m  .- 
transfermi to the District of Bamako.) With the possible mobilization of resources to finance the 
schools, FAEF has renovated many more classxuoms in the urban areas than in the rural ones. 

The double session school day, which is soon to be generalized in spite of a great reticence on the 
part of teachas, also raises an issue of equity in its c m n t  practice. The Project anticipated teacher 
training to address the double session strategy in the classrooms, a reform of the programs, along 
with the furnishing of classrooms with lighting to prolong classes after sundown. But none of 
these accompanying lmasures wen carried out. In the case of double sessions-- when there are 
two groups per day fbr one teacher -- the teacher takes one group of students in the morning and 
another in the afternoon, or each group every other week. In the absence of a specific program, 
the teacher is obliged to reduce the normal program. Isn't it true that children who receive only 



part of the program part timc arc penalized in comparison with those who receive thc classes 
normally fbll timc? 

As another example, FAEF/USAID intervenes only foc the renovations. If the renovatiorlo indeed 
improve the worlt conditions of both teachers and students, and therefore inmase the perlFormancc 
of the education s stem, new constructions allow the school attendance of many more children. K Even though US ID acknowledged that renovations involve reparation to totally collapsed 
classrooms, it cannot be ignond that the action is limited to populations already served by the 
system, albeit often insuffic?iently. 

The Project also foresees the community's support whcrt its members would involve themselves 
directly in the management of their schools. In pcticc, the community intervention in school 
mamgement is exclusively limited to a participation in new construction and renovation so as to 
supply the necessary counterpart contribution to release the FAEF funds. All other school 
management details are left to the school administration and the teachers. The parents have no real 
say in which programs, training, or school they would like for thcir children. Even the classrooms 
they an helping to build are conceived without their considaation. 

For nasons of equity, one of the conditions of the Project was to inmast the State budget in favor 
of basic education. At least 25 per cent of the State budget was to be devoted to education, and the 
part for basic education was to grow gradually from 35 to 45 per cent between 1989 and 1994. 
The public education expenses inneased between 1988 and 1992, from @A Francs 17.4 billion in 
1987 to 24.2 billion in 1992, i.e, an average annual increase of 8.6 per cent. The first cycle of the 
fundamental education received 38 per cent from the Project in 1992 whereas higher education 
received 20 per cent. If we consider that the f b t  cycle of the fundamental education includes 80 
per cent of the Malian school enrollments, and the higher education only one pa cent, then the 
pacentages of the budget allocated to each raise an eqtuty issue; even if, in absolute tams, the part 
allocated to the second cycle of the fundamental education has i n d .  

The enrollment rates still remain low in Mali. In 1990-91, out of 1,354,205 children of school 
age, only 350,553 (25 per cent) actively went to school. But a gradual increase of the enrollment 
rate has been noted in the zones covcred in the Pmject, as evident in the following figuns: 

In 1986-87,75,803 students were enrolled in the first year, 47,368 boys and 28,435 girls. 

In 1990-91, these f i p s  go to 84,477, 53,128 boys and 31,349 girls. And in 1992-92, to 
91,839, 56,322 boys and 35,517 girls. 

In 1986-87, out of the 75,803 students enrolled in the first year, 62,577 went on to the second 
year. 

In 1990-91, out of 84,477 students in the first year, 76,735 went on to the second year. In 
1986-87, there were 29,252 students in the sixth grade (end of the fust cycle), of which .- 
18,877 boys and 10,375 girls. In 1990-91, they w m  29,351 in the sixth grade, 19,183 boys 
and 10,168 girls. In 1991-92, they were 33,737 in the sixth year 21,988 boys and 1 1,749 
girls. 

The rccruim~nt rate has increased by 10 per cent on average in the areas of the Project. But it is 
difficult to ascertain affmatively that this is due uniquely to the Project. Aside from 
USAWFAEF nnovations, there was new consauction and renovation by the World Bank- 
sponsored Fourth Project, and the Canadian program (Amadou Toumani To& schools). An 
incnase in the girls' participation rate was also observed in the anas covered by the Project, but in 
the absence of indicators of impact, it is not possible to assert that this increase is the result of the 
actions initiated by the Girls' Schooling Cell. Much before the beginning of the cbmponent, 



actions had been undertaken in some regions to increase girls' schooling (i.e., Sikasso); the 
component started at the beginning of the 1992-93 school ear, which means then are no avrlilable 
figures for a valid comparison. But it is known that, in 1 d 87-88,29,596 girls w m  enmllcd in the 
first year. In 1988-89, this figure went u to 30,124, in 1989-90, it dropped to 29,622, to come 
back up in 1990-91, to 31.349, and in1 1 9f 2-93, to 35,517. 

If the regionalization, anticipated b the Project, had been effective, a widening of the basic 
education would have undoubtedly kn possible, apedally in the rural areas. In the cumnt 
situation, everything is centralized in Bamako (except for Koulikoro to a certain extent), and a 
mistance has been observed at the center in the design of a regionalization implementation 
strategy. But is it realistic to share the authority, and especially the accountability, without the 
necessary ~esomcs? For the moment, the regional pedagogical centers, the mgional centers of the 
Ministry, the management information system and the activities of monitoring and evaluation are 
not yet in place at the level of the DREs. 

E. Quality 

Two major questions were asked by the evaluation team members about the quality of the program 
and the implementation of BEEP. 

1.  What influence does the Project have on the quality of teaching? 

The quality of education is the result of many factors, such as the class atmosphere, the program 
content, the teaching methodology, the condition of schosl sites, adequate furniture, and teaching 
competency. 

The Monitoring and Evaluation component attempts to measure the quality level of basic education 
in the areas covmd by BEEP through an evaluation of various influencing factors. Should the 
indicatim selected all be positive, the conclusion could be drawn too quickly about a better quality 
of education than is the case. 

The issue can be assessed further through an examination of the coherence of the interventions and 
the presence of a systemic approach. Training the teachas without the necessary teaching material 
and distributing the textbooks without the teacher's guide (indispensable in this case) showed the 
presence of positive indicators (the books were indeed distributed and the teachers trained). But, 
without coordination, one cannot conclude that then was a truly improved quality of instruction or 
learning. 

The indicators which take into account the successful examinations of the first cycle are useful, but 
the question needs to be raised as to what is due specifically to the Project. Some external twrsons 
at school may explain certain variations, both favorable and unfavorable: the socio-economic 
factors related to learning are especially not taken into account by the Monitoring and Evaluation 
component. .- 

2.  What is the relationship between the criteria for assessin the quality of f education and the social priorities to which the Project subscr bes? 

The criteria which are capable of assessing the internal quality of the education must still find 
external validation, such as a better performance in the social and economic life. In other words, 
does the fundamental school really prepare the student to perform what will be expected of him or 
her, once he a she becomes an active member of the Malian society? Getting a degree is certainly 
a measure of success. But does it ease one's adaptation to one's environment or open the door to a 
degree in higher education? It is, therefore, important ts clarify the aims of fundamental education 
and the expected pmfile of a student at the end of the first cycle. The work of the Ministry of Basic 



Education, together with UNESCO, in August 1993 (mentioned earlier), focused on that kind of 
definition in the national conferences for the three levels of education fundamental, secondary, and 
tertiary. The h j e c t  must therefore pay attention to the decisions made far the testing of the 
external validity of the selected criteria of quality chosen. Moreover, it has been proven that 
pedagogical interventions arc not sufficient for improving student performance. A student not 
suffering fmm malnutrition certainly learns better than the one who was not able to cat before 
arrivi.ng to school in the morning. Therefore elementary conditions for access to education -- the 
cognitive and physical pn-requisites and foundation for lcaming - should not be overlooked when 
articulating cntcria for assessing school quality, for example, in assessing the installation of school 
cafeterias. 

F . Efficiency 

The issue of efficiency may b examined at several levels: 

thc influence of BEEP pmccduns on its management; 

the impact of the Projcct on the realimtion of the indicators; 

the validity and nlevance of the indicators; and 

the impact of the Project on the governmsntal initiative of de~entralization,~land the 
sustainability of the results gained. 

The first point, the ifluence of the Project's procedures on management of BEEP as regards the 
various departments of the Ministry when the components work, contains positive and negative 
aspects. Regarding the negative aspects, we noted die disbursement proceduks and the instibility 
of the methods for ~ronramminn the activities affectinn the im~lementation of the Proiect's 
components; ~imilady, h e  dimion procedures have got been k l l y  formalized. At thewlevel 
of USAID, this observation is evident in the fact that five supervision and decision steps exist -- 
the offices of BEEP, Control, Management, Programs, and Contracts. Moreover, the involvement 
of the ABEL and USAID technical advisors, the Bureau of Management, and the Bureau of 
Control in the daily management of the Project's activities seems to have compromised verification 
procedures of USAID. This should grow even moE cumbersome when adding the functions of 
the BPE. 

Regarding the positive effects of the Project on the efficiency of the Ministry departments 
concemd, first of all the evaluators observed a transfer of new management procedures by the 
technical advisors and the technical training of their Malian colleagues. One example is the 
introduction of computers in the daily management of activities of the beneficiaries, which has 
lightened the work load of a few offices involved with routine tasks. The Project also helped 
promote a steering committee for the education sector. This idea now seems to have been taken .- 
seriously. Finally, the evaluation team observed the appearance of an inmsed acceptance in favor 
of the planning of rational management and integrated budgeting. 

F a  the second point, the influence of the Project on the realidon of the indicators, it is difficult 
to separate the influence of the Project from other interventions in the education sector. For 

n -- me &centralization policy of the Ministry of National Education is being designed within the 
framework of the Isw on decentralization in Mali. The decentralization of rhe Project's activities is facing the 
tardiness in the pubbtian of the work of the Delegation for Decentralization of the Ministry of the Interior, 
anticipated for 199). Consequently he decentralization of the Rojcct's activities is c m t l y  faced with an absence 
of institutional fnmerrorlr. This explains, in part, why the BEEP regionalization objectives have not been reached. 



example, alnady favorable tendencies existed bcfon the mject (e.g. community support), which 
have been encoura ed or accentuated, Moreover, BEEP intervenes within the framework of the 
Fourth Education & nsolidation Roject where several partners arc involved. The actions of the 
Pmjject arc best felt in the Koulikm region, which seems to have experienced more concrete 
results than the other zones of the Project. 

Certain indicators, is. school books or in-mice training in Operational Pedago@c Objectives 
(OFO), can best be attributed to BBEPs intervention. The development of indicators can be 
appreciated in the programming table on indicator performance in Annex F of this report. 
However, it is important to have a more thmugh m h  at this level for determining the extent 
of BEEP's part in the -cation of larger tendencies of the indicators prescat in the table. 

The validity and the relevance of the indicators chosen is debatable. As was stated in the analytical 
section of the Monitoring and Evaluation component, BEEP'S official indicators are much more 
revealing of the Project's success than of the overall progress in the fundamental education sector 
in Mali. The evidence of these indicators' significance is limited for several reasons. Fixst, the 
exclusion of extracurricular or socioeconomic factors may obscure certain key elements in 
identifying the students' or schools' success and attribute too much importance to other factors 
being considered. Furthermore, the realization of some indicators does not really pennit the 
inference that the educational situation has improved, and even less so attributes gains directly to 
the interventions of the Project. The choice of indicators may also bias the analysis of the Rojact if 
it is limited to issues of internal quality. Without taking into account the external performance 
associated with pedagogical actions, one cannot ensure a positive influence at the level of schools 
on the life of a child after school, in his or her family or in his or her community. 

The impossibility of determining the success of the Project by the indicators reached should not in 
itself lead to a total questioning of BEEP's interventions. BEEP indicators are valid, but not 
sufficient. There must be an integration of indicators mlative to planning, to the improvement of 
management, and to the desire and capacity of the beneficiaries in order to conduct the Project and 
reach the expected results. In short, then must be indicators capable of detailing BEEP'S strategic 
objectives, as well as those of the Fourth Education Project and the Government of Mali especially. 

Regarding the impact of the Project on thc! governmental initiative of decentralization and on the 
surtainabiliry of the results gained, through several strategies BEEP and the Fourth Education 
Roject generally set the stage for the decentralization of the management of basic education. The 
support of the establishment of various institutionalized structures within the Ministry constitutes 
an important approach that the Gwernmnt reinfones by a considerable contribution @a, regional 
FAEF units and the Center of In-Service Training), or by parallel actions (the Girls' Schooling 
Cells). For some of the components, the Project's technical assistance program seriously 
undertakes to reinfme the institutional capacity of the Ministry with the transfer of technical 
competence and management to the national counterparts appointed to the central divisions of the 
Ministry. Except in the case of Koulikm, these actions on behalf of the decentralized agencies, are 
evidently insufficient. . - 

The decentralization and perspective of sustainability of the educational activities promoted by 
BEEP are at an embryonic stage, as a complement, having surpassed intentions only in the case of 
Koulikom. Means must be allocated on the regional and local levels so that these BEEP initiatives 
can be actively operational. It would be important that the Government of Mali make a political 
choice in favor of decentralization. This process seems to have begun. 



CHAPTER V 
F'UTURE DllRECTIONS ("RECOMMENDATIONS") 

The evaluation team considered eight future directions for the Project. They were suggested to 
USAID and the Ministry of Basic Education as recommendations subject to discussion and 
modification with the priorities to be negotiated by the two parties. The team was very sensitive to 
the limitations of its role in the assessment of the Project and the design of r~~~nunendations for 
the following stages. As a nsult of using the fourth-generation evaluauon methodology, the many 
artners shared a diversity of opinions regatding the past and fu tw of the Project. The team 

found that it was neither ssible nor desirable for the team to take on the responsibility of tracing 
the future directions of 8' e Project. But, through the expression of the major ideas and priorities 
which the parbiers involved in BEEP had the opportunity to shm with the tcam, it is hoped that a 
discussion between the key actors will lead to @se ~leoommendations and strategies bascd on 
consensus. In that sense, the evaluation team sees its work as a catalyst for a joint reflection and 
planning between USAID and the Government of Mali. 

1.  Financing Alternatives 
.I Thm are essentially two levels of financing alternatives: (i) private initiatives by the communities; 

and (ii) USAID and the other sponsors. Regarding private participation in the rural areas, one 
must differentiate between a communal financing initiative and between other typical national 
sources, public funds and funds from private entrepreneurs. This distinction proves important in 
the light of stimulating mon participation on the part of communities at the financial level, and in 
particular, in the management of their schools. For the time being, the concept of a third form of 
school administration -- the community school -- is uite foreign to the vast majority of the 
municipalities. Certain actions are necessary, including #ie following: 

i. claPify the concept of the basic school or community school; 

ii. pmote specitic efforts leaning w~atds the conapt of the community school. (The 
APE contribution should probably be separated from the Regional and Local 
Developmmt Tax); 

iii. involve the school in other community development actions likely to generate 
resources and swain actions connected with the management of local educational 
institutions; and 

iv. provide direct assistance designed to minfonx community responsibility concerning 
strategic management and school financing. 

It is also suggested that more resources be devoted to the areas of education financing, school 
environment, education research, and non-formal cducation. In this proposal, spsjal emphasis 
should be devoted to defining a new appmach to schooling, a new concept of cducaaon, assuring 
adequate financial means to ensue technical support, and to develop pilot projects. 

Regarding the donors, mom pmmising options ought to be explored regatding the development of 
the fundamental education system. Two suggestions emerge: (i) prompt the sponsors and donors 
to direct their efforts to government initiatives; and (iii) develop a new AHP strategy, bascd on 
actions defined in the saucnual adjustment. 



2 .  USAID Support in the Definition of a New Education Strategy 

The current efforts led by the Malian authorities to clarify the pu se of the entire educational 
s stem should be a central focus of USAID in order to bring about 'I? t e necessary logisdcal support 
Xis work demands. Such su port might include technical assistance needed to define what is 
expected of both students an d' teachers at the end of the fundamental cycle. Similarly, support 
would be useful in the creation, planning, financing, and distribution of new pro am,  both 
formal and informal. Finally, USAID could serve as a catalyst (together with UN d CO, which 
has already devoted ~~sources) in order to encourage the other sponsors to consider the initial 
discussions and the forthcoming development of a new vision of edwation in Mali. 

3.  Structural Adjustment 

The evaluation mission ~ S C S  that the Oovcmmcnt of Mali and USAID begin contempl8ting the 
following rccomrnendahons concerning the structural adjustment program: 

i. They should consider abandonin unrealistic, and therefore unworkable 
conditionalities. A rigorous review o f these conditionalities is advisable. 

ii. They should revise those conditionalities which penalize basic education. The 
conditionalities system, and especially the liaison between certain conditionalities 
concerning other sectors or other levels of education (secondary and higher 
education) must not impede the expansion of basic education expansion or its 
financing. On the conaary, the conhtionalities must promote its expansion. 

iii. They should authorize the mitment of new teachers of basic education. Given its 
impomurce, the recruitment must be dele ated at the level of the sector as is the case 
in Senegal and in Burkina Faso. To re f use is to jeo ardize all schooling effms. 
Likewise the early retirement of basic education teac f, ers is equally damaging and 
should be ended. The policies affecting temporary employees also wanant careful 
study. 

iv. The design of new conditionalities merits full collaboration of efforts between the 
Go-~ernment and the donors, Recent history suggests that the donors have been 
imposing the nquinments. Despite the pretense of choice, the Government of Mali 
is actually obliged to defer to the conditions of the donors. Given the history of this 
relationship, it is advisable that both the Government of Mali and the donors 
commit themselves to a thorough examination of these requirements. 

4 .  Construction 
. - 

The current USAID policy not to finance new construction contradicts the chief objective of the 
Project to increase enrollment in the fundamental education system, especially in the least 
privileged arcas of the country. The team has appreciated -- both in terms of quality and quantity -- 
the nnwation of the school buildings that has occumd, often so dilapidated that they are no longer 
functional. The team does not propose that this area of intervention be abandoned. But, given the 
equity objectives and their major impact on the broadening of the educational base, USAID should 
also finance new clasmm and school construction. 



5 ,  Decentralization and Regionalimtion 

Because the democratization of education and the autonomy of the regions hinges on 
decentralization, the evaluation team recommends that USAID budget adquate funds in its 
education support program to help the regions assume mponsibility for managing their schools, 
and reorient these actions by acthg in asallel, not in subordination, with the celittr (MBB) and, 
consequently, perform a service role ra t l  er than a management one. 

6. Establishment of a Steering Committee for the Basic Education Expansion 
Project 

As mentioned in the initial Project P a p ,  the coardinadon of the Project will be handled by the 
B m u  of Education Ro' . Memorandum No. OS73/Ministry of National EducationKAB dated 
17 March, 1W2, nrnin d" ed each bureau of its responsibility to select an oMcial to coordinate the 
Project's activities within the bureau and serve as a member of the Monitoring Committee. This 
decision, once applied, will allow an official rr:prcsentative of each department to serve as its sole 
rcpnsentative in the meetings and activities of the new committee. 

The necessity of establishing a Ptojwt Steerin6 Committee became evident when evalurting 
individual components. 'Fhe mission of the com3lllttee will be: 

i. to direct, prioritize, coodinate, supervise and monitor BEEPS activities and 
procedms; 

ii. to ensure the consistency between programs and strategies of the Project and of 
the Government; and 

iii. to examine the Quarterly Report of the Roject's state of progress. 

The Steering Committee will be govemed by the BPE and will include a nyresentative from each 
regional bureau involved in the Project, the regional directors of education of the zones of the 
Project, and a USAD nprcsentative. 

At the regional level, a Monitoring Committee including the DRE, the APES, and the teachers 
should also be set up. 

7 .  Continue the Program of Technical Assistance to the Components 

USAID should continue its technical assistance to the various components being implemented by 
consultants. 'f'his pposal comes especially from the Malian counterparts involved in these 
interventions, who expressed a few reservations and two preconditions: . - 

i. the terms of reference of all consultants and components should be redefined in 
oKla to emphasize the primary importance of ngionalization; 

ii. for each individual component, recommendations from the present evaluation 
should be taken seriously into account; even if not all an applied, they constitute the 
basis of an enlightened discussion between the consultant, his or her immediate 
Malian colleagues, USAID, and the Malian officials involved in order to lead to a 
consensual redefinition of the goals desind (immediate and long-term), essential 
saategies, relevant indicaton;, and an implementation plan for the continuation of 
the activities. 



Four principles f a  thc continuation of this assistance am suggested: 

i. the chief xesponsibiiity of thc consultant is the msfer of skills, especially technical 
-p-; 

ii. the consultant must limit his or her role as ra technician and not as a decision-maker1 
as such responsibility is reserved to the Malian personnel involved in each 
componem 

iii. in the Project's budget, and for each component, distinct statements must be 
presented to show the cost of technical assistance, sepamte from other Project 
expenses; this principle would ensure an n style of management and would 
allow mutual agreements, i.e., between ?'= SAID and the Ministry -- on a fair 
division between these two areas of expenditure in terms of the component 
objecdvca and the available nsources; and 

iv. USAID and the BPE should jointly assess each consultant, considering as the 
primary criterion the transfer of technical expertise to the immediate Malian 
colleagues and other Malian stafi: involved 

8. Extension of the Project 

The evaluation team was obliged to notice that the regions flccted by the Project at.lc those which 
have always been the subject of project interventions involving the educational sector. If this is 
justified by the density of the population and the strong demand for education in these zones, it 
would still be necessary to assume responsibility for the very pressing needs of the other regions 
and thus avoid the creation of a dearth of education in the most underprivileged and forsaken 
regions. Hence the possibilities of future frustrations carrying the seed of many dangers. To 
avoid this, the evaluation tam smngly recommends the extension of the Project to all the regions 
of Mali. 



CHAPTER VI 
CONCLUSION 

USAID's Basic Education Enhancement Project (BEEP) hlus quite obviously contributed positively 
to primary education in Mali in man wa s. Among the more obvious of the impacts arc: (1) the 
basic in-service trainin of nearly 7& school teachers and of the country s entin corps of 
regional directors and f ns tors; (ii) the renovation of over 400 classrooms; (iii) inmased girls' 
participation mtes in the R j a t 1 s  zone of intervention; (iv) improved 
analysis of basic school data; (v) the institution of a standardized 
broader monitoring and evaluation oo tencies; (vi) the nationwide distribution of 
grades one and two; and (vii) the ov~impmvernent of the 
the Ministry to plan, rnana e, implement and evaluate 
activities have all d w i t h i n  the joint h.mwork of the Malian Education Reform and the 
World Bank-spond Fourth Education Project. 

Despite these considerable successes, it is difficult to conclude that the Project has had a systemic 
or lasting impact on schooling and education in Mali. Some of the reasons for this situation arc 
attributed in the pmx it report to design or implementation flaws. Most, however, may be 
associated with contextual circumstances, both associated with the start-up and structural elements 
of USAID's management of BEEP, and with the social and political changes and turmoil 
experienced by Mali over the past three years. It is also relevant to say that four years of project 
implementation am hardly adequate to m l v e  a problem as entrenched and pervasive as that of 
education in Mali. 

Considering this fact especially, the contributions of the Project stand out all the more as 
noteworthy. The challenge of USAID, with the Government of Mali, now seems to be to exploit 
the strengths or p d s e  of the Project in a manner that can assure their lasting nature and their 
further evolution in directions not yet satisfied, either by individual Project components or by the 
overall effort. Perhaps what the Project has shown best is that if sufficient resources and quality 
technical support an provided, dedicated, fully competent Malian agents wilt emerge from within 
the Ministry of Education to help make better education happen. But how does this process of 
improvement continue without the possibility of the sort of supplemental resources (US$20 
million) associated with the USAID intervention? Neither the Monitoring and Evaluation, the In- 
Service Training, nor the Girls' Schooling operations of the Ministry will be able to maintain even 
close to their present levels of activity without continued USAID (or other donor) support. 

A few aspects of the Pmject stood out for the evaluators as inhibiting the full and lasting impact of 
the Project's contributions on Mali's fundamental education system. The first of these is the 
design and implementation of the Project as essentially a discrete set of strategies, modelled in this 
regard faithfully after the World Bank's Fourth Education hject .  Although some overlap or 
cohmnce was obsaved berwttm certain components, for the most part, the Project does not 
involve a systemic approach. The opportunity to reinforce a set of gains made by one component 
(e.g., increased girls enrollment) is generally not exploited by actions pmgrammed within another 
component, es idly by undertaking same manner of sustained complementary action. (The 
exception to tRPfis the Monitoring and Evaluation component, which exists primarily as a 
complementary effort, to monitor the other components and to provide prescriptive evaluations.) 
Similarly, the accomplishments of one component may be diminished by the failure to plan and 
execute (whetha at all or just in a timely manner) necessary complementary strategies; such as the 
distribution of school manuals without the teacher's guide. This argument also extends beyond the 
school-bound scenario to include a purposeful choice by the Project not to consider non-school 



factors as they relate to student pcrrfomrance, whether it be a matter of keepin girls in school or of 
undmtandin how a ohild'a home envimnment -- hysical a cognitive - afgcts hidher ability to f learn French n tho classroom. There is no expccta d' on within this evaluation that USAID tackle the 
entire education system with the Project, Yet any inmendons should (a) be designed with a 
complete: understanding of what the exiodn system ir and (b) integrate its own components in a 
systemic manner. (The recanmendudon to k lp communities undertake to manage their schools -- 
the FAEF objective -- by firat helping than manage a more typical community activity is consistent 
with this theme.) 

The aecond adverse aspect of the Project that stood out for the evaluators was the frailty of smtegic 
communication linka; represandn the implementation side of the weak systemic a proach d L described above. Collaboration an cooperation was seen to be constrained horizontally tween 
USAID and the Ministry, as well as between diffmnt units within the Ministry, and even reported 
to a certain degree between the different components of the PFD e ~ t .  This was observed and 
rrpnrcdtooccurvadcallybothwithin thehimhyofthacenmJ dnis ty mdbctwtsnthcccnm, 
the regions and the localities, as well as between the Mbsion and the Project's technical assistants. 
The reasons for the regular "static" on these lines am many. Many can be related to structural and 
cultural chamctdstics, particularly as they pertain to internal MEN lines of communication. Some 
w m  explained by Roject participants as having to do with idiosyncratic management techniques. 
Finally, the regularly chanqng roster of collaborators, especially in the Government, confounded 
the many efforts to establish regular, convivia! relations betkeen the Mission/Project and the 
Ministry. The absence of a consistant f d  insdtutional authority for the Ministry to 
Oovernment's interests in the Project -- such as su with a Steering Committee 7"- Comitk " de 
Pilotage) -- exacerbated this situation, Establis lines of commlanication ia seen as 
fundamental and crucial to the positive evolution and, more importantly, of Mali's 
fundamental education system; although there is no mistaken expectation that this will be easy. 

A third unfavorable aspect of the Project's cumnt configuration and execution is the varying 
inability of the components to move beyond rhetoric to implementation in achieving USAID's and 
the Ministry's regionalization objective. Plans exist and initial training and the urchase of P equipment have occumd in some cases; for example with Monitoring and Eva uation and 
Education Management Information Systems. The Girls' Schooling component has cven engaged 
in joint efforts with regional counterparts, as has the In-Service Training component through its 
cascade appach (although these strategies have been shown to have their own flaws). Yet, for 
the most part, the Roject remains a centrally managed and desi ed initiative, diminishing the 
potential positive im act on the national education system in a !" ew ways. For one, a centrally 
located technical s$ is able to ruch many fewer schools or other target groups than will their 
regional counterparts, due to greater distances, smaller numbers or more limited aanaport 
opportunities. Two, regional staff arc usually more alert to particular local situations, able to 
customize national strategies or initiatives for more effective outcomes. Thrce, regionalization 
seems to possess the greatest potential for Roject sustainability, as (i) mon people will have been 
trained who will have the skills to continue the particular work, and the interest to do so, (ii) the 
regions possess p r  budget expenditure flexibility, allowing them to invest more readily in .- 
resemh, promoaon, training or other initiatives even after the Project's eventual demise, and (ii) 
the ngions appear better placed than the central technical divisions to affect the priorities of the 
national education budget Other benefits art discussad in the body of the report. There an surely 
detriments to regionalization, such as gnater variety in quality and a loss of central control over 
implementation and accountability, but these issues can be addressed directly in a regionalization 
strategy. 

A fourth shortcoming observed by the evaluation team was the apparent disjuncture between the 
Project and the Ministry's Education Reform objectives and p i ipm.  Given the almost routine 
changes of major partners on the side of MEB, the Ministry seems to have very little sense of 
ownership, or men of smng affiliation, as regards the Project; whereas those individual sections 



that am directly involved in and affected by the Pmject, and 
do express and demonstrate a strong enfapemcnt. 
hem can be ex lainal as the Oovmment s tnability 

to concentrate adequately on a technical education agenda, wi 8 sa many changes of key minist8xial 
~Mcials and with such a volatila socio=polidcal context, It is not reasonable, nor do the evaluators 
wish, to dticize.the Owemment for its courageous saug@e to introduce democracy; yet, until this 
situation reaches some sort of stability, at least within a part of the sector, the prognosis for a 
lastin progress ia unlikely. The Bureau of Educadon Projects (BPE) could have provided this f sort o constancy, and &era is inneasing hope it will do so, but 80 far it has neither benefitted from 
consistent direction of its own nor fnrm the full callaboradon of USAID a the technical divisions 
of the Ministry. The existence of a Project Steering Committee could also have served this 

se, if it existed and was assund ad uate legislative a formal ministerial authority, Until the 
Pro p"'$' ect becomes an integral part of the "R inisay's R d o m  pmgram, both implementation and 
sustainability will be problematic. BEEP indicators my be met, but a lasting impact upon the 
national cducadon system will not be likely. . 
The reasons for these shortcomings a ~ e  only truly important within the context of a formative 
evaluation insofat as they pertain to options for their mnediatim. The evaluation team felt that the 

mOsr minent of these was the absence of consistent, complete collaboration between USAID, 
the inistry and the other international donor partners. With four different governments and 
ministries with which to plan and cooperate over a three-year eriod, cohmnce and continuity 
have basically been impossible. This situation was exacerbat m! by the uneven management and 
coordination pdinmed by the Ministry's Education b j e c t  Bureau (BPE). Another important 
apparent reason for the shortcornin s of some of the components was the lack of integration of 
some of the Project's activities wii the responsibilities and primary concerns of the intended 
Malian counterpart division; pahaps most ewdent with the muchniticized collaboration between 
the Project's Education Managmcnt Information Systems initiative and the host Division of 
Administration and Finance. 

Finally, the evaluators identified another major reason for the Project's shortcomings to be 
USAID'S strong f m s  on its part of the Fowth Education Roject, BEEP, rather than on a broader, 
systemic national education reform strategy articulated by the Government. BEEP emphasized 
efforts to execute the specif~c Rojact components in the ngional target areas, paying less attention 
to the integration of these initiatives, both fully and institutionally, into the Ministry's or even into 
regional education efforts. An example of this is the unique focus of the Monitoring and 
Evaluation component's annual report on BEEP activities, not considering non-Project initiatives. 
In this regard, the data-gathering efforts of the Education Management Information Systems 
component an mon consistent with a pmgrarn designed to sttye the needs of the whole Ministry. 
This observation is not a matter of attributing blame. Such integration was effectively roscribcd 
by the absence of a clear policy or definition by the Government pataining to its nation a/' education 
priorities and interventions. The absence of blame does not, however, eliminate the effects of the 
situation. 

Now the focus of both USAID and the Ministry is on moving the Project forward. In some cases 
this involves evolving fiom progress that has already been achieved (particularly for Monitoring 
and Evaluation, InSezvicc Training, and the FAEF programs) and in other cases requiring a more 
thorough re-assessaent of the component's and overall Project's objectives, strategies and criteria 
for success (particularly for the Girls' Schooling and Education Management Information Systems 
initiatives). Three tnajor steps constitute the strategy that the evaluation team proposes to launch 
this prwxss. These may be taken as mon: general to the eight future directions presented in 
Chapter 5. Additionally, it is understood that these steps may result in a different set of (or 
modified) future dhctions than those offend by the team. If this is the result, so be it 



1. USAD and the Minishy must collaborata closely and in full paxtnemhip to articulate 
a joint set of objectives and strate es, and to prioritize these for the Project within s' the broader context of the Nation Education Reform and other donors' initiatives. 
Program implementation will quire  similar unity of purpose and action, @catad 
upon full communication and sharing of decision-making authority rus regards the 
Rojact. A critical precursor to this is the articulation of clear objectives and 
priorities within a coherent national education reform agenda by MEB. 

2. The regionalization objective must occur ns the top Project priority, npresented as 
such both in the strate@ plans for the individual components and the overall 
Pro'ect, and in the Project budget. The timing of this must be rational -- e.g., 

i' ass gning vehicles to the regions in a manner and schedule that m consistent with 
the implementation of an operative Mjtxt plan -- and speedy. 

3. Systemic linkages must be introduced into the Project, bringing logistical, 
thearetical and ctical coherence to (i) the different BEEP components, (ii) the 
components an S" their assodated national Refonn strategies, and (iii) the overall 
Project and the Ministry's comprehensive Reform Plan. These linkages must be 
planned and monitored; another function for a Project (or Reform) Steering 
Committee. 

The evaluators believe that the most important finding of the evaluation is that the Project has 
evolved without uate communication among the key partners; sometimes due to poor pmgram 
design, sometimes "a ue to useful opportunism, and y thbly  most often due to the unfortunate 
vagaries of social and political change. Thm is no pretension by the present evaluators that they 
have been able to discern all the successes and shortcomings of the Basic Education Enhancement 
Project, and even less confidence that full and fair reasons have been provided for all these 
situations. The ''Futum Dhtions" of Chapter 5 are only called "wommendations" because these 
are routinely expected of a formal formative evaluation. 

However, the only firm recommendation that the evaluation team will propose with strong 
conviction is that USAID and the Ministry step away from the present Project and discuss together 
where they wish to go with the Education Reform and USAID's supportive role in this ambitious 
effort. Hopefully, the present evaluation can serve as a satisfactory catalyst for this extended 
discussion. llre main purposes of the present report have been to try to (i) identify the most salient 
issues relating to the Project, articulated by the many partners, and (ii) present the divergent 
relevant viewpoints on these matters. If some of these have served to generate h k  discussion 
among the different Fourth Education Pmject partners, then the evaluatoh have accomplished one 
of their major objectives. If the error of emphasizing some voices over others was made, the 
subsequent discussions between the full-time partners can n-establish a more proper balance. 

Six people worked for four weeks to understand and say intelligent things about a Project that has 
involved dinctly surely well over forty people operating within a very challenging environment for .- 
four years. The resulting report does not (cannot) hold THE TRUTH. Rather, it presents a group 
of professional outsiders' views of the Project's design, implementation and monitoring, as well as 
of how most of the relevant insiders perceive these same issues. The me  evaluation of BEEP is 
just begin. A set of ideas is on the table. Let the collahtion resume! 
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REPUBLIQUE DU MALI 
PROJET DE CONSOLIDATION DU SECTEUR DE L'EDUCATION 

(CR.20S4-MLI) 
lLiISSION DE SUPERVISION 10-20 OCTOBRE 

m5 lMmnNDD[IEU& 

1. Une mission cornposh de Ume. Muyvonne Plesslr-Frdssard, chef de mlssion 
(tconomiste), Messrs. M w a  Ndao a Djarnalddino Rouag (6ducatcun), B laqucllo r'cst Joint Mr. 
Samuel Cadson, charge du suivi dca projets des sectcurs des rerwurces hurmines i h mbslon 
rkidente, a visit4 Bamako du 10 au 20 Odobre 1992. t'objd de la mission tlatt de proc4der 
B la supervision du Projet de Consolidation du Sectcur de I'Education et rp6ciftquegent (a) 
d'examiner ks progrts accomplis dam la mise en place des mesum d'qjustement du system 
6ducatif pdvues dam la dcuxiEme phase du processus, objct de la r e w  de la deuxltme tranche 
du volet @uskrnent du crddit 2054-MLT, et @) dc dtfinlr, avec le Gouverne.ment et les bailleurs 
de fonds, k calendrkr de ccttr, rewe qui avait ttt report4 dam le but de donna le temps au 
premier deen satisfaire les conditions. Les rhultats de l ' exwn dcs mesura d'ajusternent ont 
amenG la mission, spa consultation de son sitgo, P tlargir son champ et B considtter les 
noomrnandatioru possibla. Outre lcs autoria sedorlclks, la mission a aussl discute avec les 
reprCsentmts dcs organisatjons bilatCrales et multllattdm (FAC, USAID, PNUD, UNICEIP, 
ACDI) et a h f o d  la KFW des rtsulcats et d a  conclusion de ses travaux. 

3. De m a a b  gCntrrle, h rnissioo tout en seen:tenuat stddawt rnur anditions Ugdes 
du pcgja, oorrpnrrd la gentsc ct le mntexce want co;ldub a& con8jdons dGtirvorabb pour k 
dCbkqse de la semnde trurchc du vokr ajustement. h plus hauta autorltts du pays oat 
kgemaa u r p l i i  cctte s ~ ~ n  er n'ont pas rnanqd de tatcrcr la fidahf du gouveraemeat aux 
o b ~  & d o d i d o n  du syst&nc dducatif et d'exparuion de I'bducarlon de base. La mlssion 
a arnfirmC h disponiiilitt de I'IDA pour &etcher avec k gouvernement dm voles nouvelles, 

.- has dcs dmtkm brthu, afin d'assurec un d6veloppement soutenu de 1'4ducatbn de base. 

4. B ' i  qu'un progrts cur?in air 4 6  accompli, tant par rapport aux mesures prtwes que par 
r r p ~ o r r  i dcs probRmes en dehors de Iaajuncment, pour les aspem essentiels, la mission n'a pu 
que amsaw la diwgcnce cnue les contenus des mesures srratCgiqucs, les objectifs quantitatifs 
p h kuxitmt phase du processus d'ajustement, et les effcts des dtcisions effeaivcment 



priscr , Lw conrtata pour la up- fondluncntaux sent donnts cidessour (voir anncxc). Du 
fait dcs constau efl'cclu&, de la fin prochalnc de ccaa ann& civila qul avail 0(6 raenue pour urn 
ddcision sur la scconde (rurche, et de la fable probabllid de modification des tendancer 
budgdtaircs rcndue plus difncile par le conlexb dc rentrde scolaire, la mission considtrc qw k r  
aspcctr techniquer dc la revue sont praliquernent achevQ, et qu'll nc lui scra pas porrlbb do 
proposer i I'AssociaUon la continuallon du vola qjustemcnt (USS2 millions), ce qui I'obll~crr 
en constquenco, B recommander I'annuldon de oeluid. Il est 6vident que la pPrtb 
invcstisscment du projet (US$23 millions) contlnuen d ' h  disponibb pour la poursub du 
hnancement dcs actlvitb prdvuc~ et cellcr prtgarcuoircs aux perrpocdves offerte-8. h ' 

concluaionr et recommandations dc la mission ront butes sur k s  divergencca co~tatOer au Q 

niveau dar mesures stratt~iques cidersous dCflnier comma ocllu dont I'lmpact serait dgadf (au 
lieu de positif) sur un d4voloppcmcnt quantitatlf er qualitatif tquilibrd du tyst&no Qducadf k tour 
la nlveaux, a tx particuller rur une expanrlon soutcnue de I'enselgnement fodunentd. 

I -  . .  . 
5. Lcs indicatcurs relatifs ii la part du budget de 1'Education (au m o b  25 96) dam h budget 
national de fondonnement, et celh de I'cnscignemcnt supdrieur (au plus 19%) d m  celul do 
I'~ucation wnt positifs pour les a n d a  coluidCrder (1989-1992). La part du budget de nultrlel 
didactlque semble positive (accroissemcnt pdvu de 4 f 8%). toutdois la changemeat intraduit 
dans la dCfinition dc cette ligne et notammat I'inclusion des dCgcnses de materiel lcco& 
dInctement aux tltves et Ctudianls (frais mlrires cf unlversitalres) rend I'apprkiation dlftkile 
en I'abfena & d W s .  

6. Lw indicatevs relatifa i la part du budget de I'easeignernent primaire dam alul de 
IDEdu4on  (acaoissement prtw de 35 i 45%) ct i la rbdudon progrwlvo du budget du 
bourses (& 10% chaque a& pendant deux mr pub & 5% par an pendant deux am) a n t  
significativement ntgadfs au sew ou m&m les teadances rqat dgatlva. La part du budget dr! 
l'ec~seignernent primaire compte tcnu de I'augrsrentrrtioo dcs dtgenses aux nlveaux sup&m, 
s'est reaouvC i envhn  33,896 en 1992. Pullltlement, le budget dw bursa (sacoddre et 
sup6riw) a augment4 de manitre trb importante pour repr&nter, en 1992, approximadvcmEnt 
mnsacd a I'enseignemcnt fondamental, 

!. 
\ - 

8. La mission a pris note du report de l'application dw critbres d'attniution d a  bourses. 
b minis&c a upliqut que I'objet de ce report devra permcttre au gouhmernent de mwr unc 
ampgn doinformation, de sensibilisarion a de recherche de consensus sur la question des 
bourses. b &ision de ne pas accorder de bourses aux enfants des hauts fonctio~aires d 'h t  



: i  
constima un pas Important, La mission a tgalcmcnt pris note des mcsures prlrcs en favcur dcs 
Ctudianu maliens I'&anger, ca~entlcllemeni dm Ics pays de I'est, ofin de palier II la ddfection 
dor pays hbler. Toulofois, la mlsslon crtlme que I'dlarglrscrnent signlflcetif da I'accCs A 
I'enrcignerncnt suptricur dam dcs C~ablisscmcnts d6jb surchargts et I'accrolsscmcnt en 
consQucnce du vo lun~ flnancler des bourses au dtulrnent der upoar qualilatifr B ce nlvcau et 
s m u t  I'rccroirromenr en paralltle de leur rnontant de 75 96 &ld6 on Ma1 1991, ~ s f o n n e  b 
'dtrapaee' constatt jusqu'ici en tendance lourde dont ler effm arrnuh vont sc fh rcntlr danr 
Ics toutes prochaines annbeJ. A cclo r'ajoutc I'ouverturc prCwe de I'UidversitC en 1993-94. Ca . 
d&islons contrcdlsent ks objcctifs du vola &slcmcnt du projet, rapp~lCs dans lea alde- 9 

mtmokes de Novembm 1991, mars et juin 1992 , mah surtout aggravent les dtrtorslons du 
systtmc 4ducuif cr freincnt la rythrne de rtalisation des objdfs  de dtmocratJsatlon do 
I'enselgnement ct de dOvetoppement d a  ressourcet humaincs par I'expuuion de I'enseigncment 
P*. 

9. Lu principales k s u r u  d'efficacirt prdvues dam k projet, sptclflquement la 
redCplolcment dcs enscignants en 'surplus' ct I'introduaion de la double vamtlon n'ont p a  CtC 
miw en oeuvre ur rythma er volume retenus. En co qui conam It rcd4ploiemnt des 
enseignanu, les informations sur l a  localisation et la rMitO des surplus sonr partiella et 
conaadicto'w ( h d e  encore en oours), Cette faiblessc der donnth at w a v &  par les 
incmhdes iptrodulw par l'appmnt su& auprts des mahrer, du pmgtammb de dCgraIssagc 
de la fondon publique. La notslon rapelle que b PAS exclue les ma!trea du fondamental de a 
programme. LC n M s t & e  explique ks difnarlt6s d'introdudion de la double vacatlon par la 
&- der ew:*':;i,ronts I'ougrnentation dc ICUM hOrafCW ct par lau exfgencs, dans aye 
CvcmdM, d'rms nqjomtlon & a a l h  beauamp plus importanto que aUe InIdalmeat'prbvue 
(50% au Ueu de 30%) pour hub bcures dc travail addidand. I 

B- lemxwbs 1 
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10. Au cows de la  supmlsbn, k Minidkt de I'Educatbn Natlonak et la mlsslon toat 
lombts d'rooord que ks co- sur k sCdGUf, pMicuIfGtCmCnf sur I v e * m t  
primah  sop^ difficikmcot mmpatibls a m  une croismtx aIgni~c0trvc da cet ordm 
d'ur#tlpwaen sl ;i pour Ie kCwropPCment CeJ cofttralntw 8'8rticuknt auloun (a) du 
wmBn M de p o w  budg&ah altooh, aggravC par k dCput d'hsdtuteun d m  le cadre 

i; I 

du d@aWgc be la fonctlon publique et ks contradialons entn le rysthw do VrIeur des 
awigamm ct ks mesum dvetXiadtA, (b) de arainer m t s u ~ w ~ p r d o o ~  dans Is cadre mCmc 
du vokc qfmemau du pmjct, en piutlarlkr k niveau de ~t~ des enreignants pour k . .. 

'1 
primr'm? @aaak&t plus d e w  annbes de formation) ava: la r&istance des bacheli i  pout ce~lc 
oriurtaa'#n ar slrrcart k dsque qui c o w  t sc vtrifw d'uat 'demande de r&lassement un 
niwm tuptr'lar, el (c) & l'asgravation de la distorsbn dam I'allocrtion dm resources du 
seacur. Par dkun, k responsables maliens et la mlsston s'accordent que Ia a p c i t t  du 
M i  & I'iduatkn nadonale en matitn de collecte et andysc d'informations, d e  
avtbpgcmca de poliiquw, de programmes ct de mlse en place des prac6dures opt?&nnelles 
& gestkn, aPIlit b d i n  d ' k  renforde npidunent . fLe projet era cows prtvoit le financement 
d w n t n f ~ t ~ c m c m ~ ~ .  

11, Cmqce urm du nouveau contextc social malicn, le moment est favorable pour 
la&* dbn programme de croissance wide et souteiru visant une scolarisation dc base 



signlflcatlvernent 61ev4 i un horizon I rercnir. Ce progranmo, pour rtursir devrait r'inraire 
dam une strattgk rectoriclk prenm en compte Ics besoins Mgitlmcr da renforwmccll qualiWf 
des enacignerncnrr mnda l re  et ruptrieur: il dovrdt corrigt la tendam r h t s  6 moindre 
exigcnce do travail; il dovrait &re volonlairo face h Ir n6ceJsitt do controk lo flux dm la 
secondaire ct lo ruptrlcur; il devrrit autti 3ra imaginatif quant aux solutionr; il dcvrd cnfi 
pouvolr MnCficlcr d'una mobilisatlon natkrnata autour & I'objealf da ml~risatbn ct der 
modalit& did& gar k rythme et i u  moyens disponlbles dam un amtexte de rationalbation da 
dCQenser da t rcmsfa t  

12. La besoh  Itgltlmes dco nlvcaux pos t -p r lmh  doivcnt s'orgpnlrcr rutours de 
I'amtllorsttlon ber conditions et dc la pertinam do I'anseigncment daru une envebppe f lnorrch ' 

strictement rcspeccba. Cetu cnveloppe &vn &re diminubc pour retrouver un niveru umplabb' 
et pour r'6qulllbec rvoc la tinancement der aubnr nlveaux d'etwelgnemeat le phu tbt porrlbbl 
A cer effa Ir missam ne poudt tbe cons!&& cp'h rnoyea tame et wait d & d &  ptr 
les effets de I'amdlkrrtlan de Isefflc;ldtb, ler slgnaux du mvchO do hnplol, d la possibUitCI 
de furancement dtcoulant dc la suat4gle ayant fait I'objet d'un consensus national. Ja tfrlrrtgle 
de financement des aspects rCcurrents du programme pourfait pour I'essentkl &re bas& tur 
l'allocation des resources ea fonction ds la priorit6 retenue. 

13. LSIDA u t  dispodc L c n m  avec la raponsablar wxtoriels ct en milaboration avcc ks 
l9UN1CEF, lSUSAXD, le PNUD, I'UNESCO, la BAD ct Pa BID, les bavaux lechniquc 
prt l iminah B la struauratfon der problknes ports. Ce travail regorurit wr la &fition de 
l 'horbn et des ob$wifs de mlarirrrdan possibtes ampto tenu du cadre technique ct f hnck  
retulu daru kquel powah s'inscrire a pcogmpmc. Cette &narcha impliqw aussi b nport & 
toute initiative devant entmhx ber coQu rdcumnts importants partlculiCnmed pour 
I ' e n s e m  suptrkut. En effer, U mnviendrait dSCvalwr urn pmgmmadon do 
dtvctoQpement quandtatib, qualitatif, flrrcurcler at tachnlque au vu des mlsrbns & 1,- 
supttkur. C a  a p p m f o n d l ~ n t s  permettront cb detnparu ks *ultats obtenur Pceux & u b  
d'une rcstruchrradoa d e w  Wliontion de la qualit6 des btltutionr exlrtantu. Ils 
pamctmnt aussi deCrabllr Isimpad financier et ks mesum Cventuclles d'occomp- qui 
seront camprtriles avec la strat6gk de dCveloppemeat acd1Crb ct soumu de I'ensefgntmeat 
primaire a avec Ir prioritt don& P I'adioratioa qualitative B tout ks dv&. 

1 

14. Dans l 'hddiat  et sur la base dc propositions que pourrait faire k gouvernement, I'IDA 
mnsRSldtrvlit hvorablement k f- L traven le addit 205dMU des IrctivW ruivanw: 

(i) I'Ctubc u k m f o r a m n t  de oertrines foncdons principrrles du MEN tels que la s y s h c s  
d ' i n t i ,  & pldfication, & propmation.  Ia faiblesse ct la discordance des 
idondoas sktistiqucs nCocssitcnt unc action ucgente de mise en place dcs syst&mcs c i a  ci- 
dessus; 

Cui des ttudes compltmentaircs !i celk qui d e n t  mea6es dam k cadre du projet PNUD 
UNESCO et de I'ACCT (Agence de Cooptniion CuheUe  a Technique) pour le dtveloppement 
rapo& u sauluru de I* tducation de base, de scs conditions pddagogiques et du cadre financier 
dans kpuel a aveloppemenr prendait corps; 

(iii) ks Cardes sur les objectits, la stnrtgie et les cadres fmciers ,  quantitatifs et acadtrnlques 
& Ia ruuwhlruion de I'enseig~ment supCrieur et sur les divers modalitCs de suppon aux 
C N d i  y compris les dCpznscs sociaks(transferts), en relation avec Ics objectifs (a) de 



I : 
6 1, . J  

ddvcloppn~cnt mulenu c( aceClCr4 dc I'cnwigncment dc b w ,  (b) d'unClloratlon dc la qurlllC a 
dc I'efflcacih? dc I'cnscignenlent I lous Icr nivcaux du syscEmc Wucatlf, et (c) de coh&em 
flnancikre dc I'cnscmblc du w u r .  

La mission su&re que ces doldcs pulrscnt d(rm au plus tard en janvkc 1993 ct qw kr 
terms dc rtMrcnces de ccs CNdu solent disat(Cs avcc I'UDA avant fin novernbre 1992. 

Fdt L Bamako k 23 odobrc 1992 

Pour I'Association, 
)e Qlef dc mission 
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I! 55 533 I/ 8s e4; I' 
17 .??$ ,. 151 11 

N U  : L e s  Bud~cts  RBgiorrrun et Charges C O m u n ~  non conpris, 



2. ) ~~pansss Publiques d r  Education 19 339 310 
r - r r - r r w r - - q r r r - - r r . ~ - - c - - n ~ ) - - ~  m nu--------- a 20,6O* 9 

Budget dtBtat Reccurent 94 000 000 

7.) Part a f f ec th  A ltEnseignement Fondanental : 470 6 0 1  



CB- 
Aprb Collect i C  (Octobre 9 2 )  

(an rillisre 6a P CPA) 

I 
) toBL t L'abuttarrant opBr6 sur les chapitrea 12 e t  16 d a m  lea budgets deal ' 

~ ~ g i o a a  aOa paa bt6 pris en oo.pte. cala est n4igligeable. I 
Capeadant, 11 est  A noter qua ces ratios 'doivent (Itre #nnibik&m oorme' 
provisoires .- 





QlJELQUE8 DONNEES STATISTIQUES 
IER CYCLE OU POHDMENTAL, 

NOmm 
EtWRMT8 5 7 ' 3 4 0  55 637 62 2 1 1  
Var iatlon -1 703 +6 574 

DOUBLL5 VAC (1 mastre) 2 0  

DOUBLB VAC ( 2  mattrerr) 117  

.DOUBLE DIVISIONS 
---w--w-----"--------"-------------------------- 

Sourceat OAF et DNBF- )IEN 



M X T Y I ~ ~  E H B L I G H ~  
CYCLB 2 2 927 

RtrDEPLoX W(8MTr 781 dont 354 daa chefr liaux da region 
varr lea cerolae e t  arrondioeenenkr, a t  4 2 7  des cerolea e t  
artmdlasements vere lae 6coIee ruraloa. 

DBPARTB VOLQYTAIRU~~~ 19918 303 agent6 dont 264 Inetltutoure+ , - 

(nsc) e t  19 #PC. c 

ENTRE 10 ET 1 4  ELEVES 225 HAITRES , . . 
ENTRE 15 fi 19 ELEVES 300 HAITRES ---------.----------- 
nonbra total do aattreo encadrant r o l n s  be  2 0  618vea1 
639 so i t  92  do l~effsotif mastre du Zer oyole. 
~ - - - - ~ " ~ . L ~ I I " ~ I I ~ - - - -  --.-- 
ENTRB 20 BT 29 ELEVBS 666 HAITRES 
)3HTlU 30 FT 39 ELEVBS 709 MAITRES 
4 0  BLEVES &I! PLUS 4 886 
NON DETERXXNE 102 

Ce RIBOTION 'DP W Q B  XO- : I 
XAITREB CYCtB a f -  

-8HWRES 577 I ! 

mRJ2 12 El' 13 H 474 



Le Tablcrru 1, donna ,uns d p a e t i c i o n  dOtoail.l.be d e s ' a o ~ t a  du projet. par volrt.. 
. 

Tab1.e.a~. 1,. Coots du Proget paz Vo1,et: 

Aeoie tance du Progrape '7 -.,.../ * 
3000' 

4 , A Formation continue (3873: 
B ScoJ.arls~tlon 'dee f IlJeq :.!. ( 90 )  , . 
0 4-rW ., 'h. .rr :' ,, C, (1.54 
D Lirngycs ~a&n&I.erw..  (1.66) . 
E Projete Pilotee (1.22) 

* . *  

2 Appui de la'Cmunaut6 (FAEF) ,825 . . 
4- . 3 '.$'~uivi et. Eva3uat.lon La... 

-' .. 
4 Cestion du Projet pat I.'A.ID . .. 



PLAN $INANCIER 
PRQJE'I' DEVELOPPEMENT EDUCATION DO BASE 

PROJET NO. 688-0258 
(En milliers, dc dollars) 

Rubrique Enga8emen ts 
Anterieurs 

I. Aide "Wors Projet" 3,000 

11. Assistance en Projet 7,000. 

. '. A. AmClioration de 4,075 
l'bducrrtion de base 

Formation continue 
Gestion de Systemes 
Scolarisation des 
Filles 
Ruralisation 
Langues Nationales 
Projets Pilotes 

1. FAEF 
d Suivi et Evaluation 

1. Suivi et Evaluation 
2 SIG/E 

D. Gestion du Projet par 
1'AID 

Equipement 
Administration du 
Projet 
SuppoYt 
Court terme 
Assispnce au Projet 
Evaluation Conjointe 
Audit 

Par la Engagements Total 
Presente Preys 



Rubrique 

I > 
I i 

Plan Financier 
(en milliers de dollars) 

Engapments Cet Engagements Vie du 
AntCrieurs Amendment Futurs Projet 

. ' .  

Assistance du Projet 7,000 5,000 5,000 
17,000 ' 

Assistance~'hors: 
. 

. 3,000 0 ' 0 3,000 
' "  projet" 



(In, $000 of Dollan) 

7 
ORIOMAL 
ORIOMAL 

' lrt AMEN RMQNT, 
ODLlOATlONX2 

lor AMlWDLIlVIUKT, 
P N 0 A o m B m  a2 



PIOITs POUR ABEL 11 
NUMERO DATE MONTANT EN $ 

688-0258-3-90132 1990 1.863.599 

68b-0258-3-90132 , 199 1 2.193.599 

688-0258-$10123 1992 1,362.946 

688-0258-3-3001 6 1993 300.005 
' 0 

TOTAL I I 5,720,149 11 
PIOITs POUR L'ASSISTANT TECHNIQUE EN FORMATION CONTINUE 1 

(Bernard ~ a g n 6 )  11 

TOTAL I 1 2.674.308 11 
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USAID MALI 
I EDUCATION AND HUMAN RESOURCES DEVELOPMENT OFFICE 

BASIC EDUCATION EXPANSION PROJECT 

STATEMENT OF WORK 

The Government of Mali launched the Fourth Education Consolidation Project in 1989, with 
financial support from the World Bank, France, Canada, Norway, the United Nation 
Development Program, and the Agency for International Development. To date, donors have 
authorized approximately $66 million including a total of $12 million adjustment component. 

USAID's contribution, the Basic Education Expansion Project (BEEP), amounts to $20 
million - $17 million in project assistance and $3 million in non-project assistance. This 
includes a $10 million Program Amendment signed in August 199 1. 

The project provided non-project assistance to assist the Government of the Republic of Mali 
(GRM) to overcome its fiscal difficulties and project assistance to help improve the 
effectiveness of the basic education system and to increase rural household production, 
productivity and incomes. 

Objectives for the first amendment are designed to assist the Ministry of Education address 
the efficiency, equity and quality of the primary education system, particularly, impact 
internal efficiency indicators such as enrolment, drop-out, retention and repetition Pates. 

The project serves four regions intensively. It also provides some services nationally to all 
seven regions as well as to the central Ministry of Education. In all 3'70,000 children are 
served or approximately one quarter of the school age population. (Annex I, Mali Basic 
Education Expansion Project (BEEP 688-0258) 1990 - 1991 Project Regions). 

USAID anticipates authorizing a second amendment in 1993 to increase the life of project 
hnding by $10 million in order to enhance the Ministry of Education's capacity to improve 
the quality of education. It emphasizes support for communities who want to create and 
improve local schools. It supports GRM efforts to implement a decentralized basic education 

a system. 
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Prior to completing the design for this amendment, USAID Mali wishes to evaluate the 
impact of three and half years of interventions, We want to determine what components 
warrant further support, what lessons can be drawn from our experience, and what activities 
wight completnent the ongoing project. 

The contractor will provide a team of tive persons which will evaluate the Basic Education 
Expansion Project, a component of the Fourth Education Consolidation Project, and make 
reco~nniendations to USAID Mali on the advisability and nature of additional activities in the 
sector. 

Contractor shall provide five evaluation team members: 

I .  Evaluation Specialist/Tem Leader 
2. Education Planner (Malian) 
3. . Education Economist 
4. Education Policy Analyst 
5. Curriculum and Instruction Specialist 

To achieve the objectives of this evaluation, the team will use the collaborative fourth 
generation evaluation methodology with special emphasis on the impact of project 
interventions in the basic education sub-sector since 1989. Where possible, the team will 
reference comparative experience from other education programs in Africa, and other parts 
of the world. 

The fourth generation evaluation methodology is participative. The team will be reqiiired 
to: 

* hold a team planning meeting to identify the role and responsibility of each 
team member and reach consensus on evaluation design, instruments, and 
report outline. Meeting will be facilitated by external professional; 

* identify stakeholders and beneficiaries (donors, education administration, 
parents, pupils) across the nine areas of project interventions; 
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* collect data (reference materials, statistics, group and individual interviews); 

* keep diaries (each team member) and hold team meetings daily to negotiate 
consensus; 

* provide feed back of findings to stakeholders and beneficiaries to verify 
conclttsions drawn; 

* at least meet weekly or as needed, with USAID Project Officer and Project 
Adn~inistrator, 

The contractor shall conduct an evaluation within the framework of the Project Evaluation 
Matrix below. Specifically, the contractor will address the following: 

Y Design; 
o Political, Social and Economic Environment during design and implementation 

timeframes; 
* Implementation Mechanisms; 
* Impact of Project Interventions on Equity of Eduwtion System; 
* Impact of Project Interventions on Quality of Education System; 
* Impact of Project Interventions on Efficiency and Effectiveness of Education 

System; 

Assessments shall be made for each of the following areas of intervention: 

Community, 
School, 
Inspectorate, 
Regional Directorate, 
Administrative Directorate, 
Fundamental Schools Directorate, 
Pedagogical Directorate, 
Education Project Implementation Unit (BPE), 
Cabinet or Policy. 

With reference to the areas of intervention identified in the project matrix above all 
consultants will address the following questions: 

pkC9 
1. What role did the availability of non-project assistance in furthering project activities? 

f4 

Were non-project assistance conditionalities appropriate ? 



3 ,  What role, if any did problems in project design1 play in the success or failurs of non- 
project assisunce and of project activities ? 

4, What role did uncertainty play in irnged;,,g or furthering the meeting of project 
objectives? Particular attention will be paid to uncer~inty4n the political, social and 
economic enviroments of Mali during thc design and implementation timeframe ? 

5 .  What role, if my, did choices in implementation mechanisms, personnel, resources 
and procedures, play in impeding or fi~rthering project activities ? 
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Whut effect did project complexity and scope have in the abiiity to succes~fully 
irrrplement project uctivities and meet project objectives ? 

What effect did the innovativeness ia the structure of the multi-donor project, as well 
as its management structure, play in the ability to successfully implement project 
activities? 

What role, if any, did institutional capacity, i.e,, management, value orientation, and 
organizational structures, play in the Ministry of Education and the Project 
Implcrnentation Office's ability to coordinate donor activity and implement project 
activities ? 

What role, if any, did institutional capacity, i.e., management, value orientation, and 
organizational structures, play in the USAID, and the Basic Education Expansion 
Project's ability to implement project activities ? 

What changes were forced in planned activities as a result of the constraints 
mentioned 3), 4), 5 ) ,  and 6) above? What impact did those ch~nges have in 
impeding or furthering efforts to meet praject objectives ? 

The contractor shall include th.c evaluation of specific activities for the fol.lowing project 
components as ~ppropriate: 

8 In-service Training, 
a Management Information System, 
8 Girl's Enrollment, 
8 Management Technical Assistance, 
a Community Support, 

Monitoring and Evaluation. 

Maj~r tasks for each component are outlined in the chart below: . 
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USAID MALI 
EDUCATION AND HUMAN RES3iJRCES DEVELOPMENT OFFICE 
RASIC EDUCATION EXPAYWON PROJECT 
-' ...- --.- 

IN-SERVIQ TRAINING (001 

Training of school Dirocton 8nd T6echers i n  
teaching by o b j e c t l m  

* Training o f  Inqmcton and Pedago~#icrC 
Canrelors t o  prwidrr t r r ln ing m 
large +cale. 

EXPNSIOW PROJECT 

r 
lCT l ve  
I t ic ia lcy  nd equity 
rrtlm S y s t r  

Remus 
-so# WPU 
lf B k o  

)(AHACEIIEMT TIECHNIUL ASSISTAWE (JT) 

s t r d l r  on I.prwcmt of HOE Mmwam!nt 

IloMmt Training/Study t a u e  in the US 
for WE staff  a t  natlawl, redon81 nd 
local levels. 

WAGOQEWT I U F ~ T I O H  SYSTW coal 
* C m u  of HOE pnaml. Derlgn of 

capr te r l ted  dmtr b... for p t b l f l i ~  
uhoo l  statistics. 
Design and ilplemmtrtim of Regional 
In formt ion mta. 

GIRL'S ENROLLMENT (KKI --- 
Sociclogical studies on the irsuc o f  e i ~ l @ c  
low r r r o t l m t .  
Cup ig rm v ia  d i e  nd YGOI t o  increasv 
g i r ls '  e n r o l l a t  a d  retention in school. 

* Coqmtit ion ~ p r p  uhoo l s ' nd  d is t r ibut ion o f  
awr*. 

I .  
1 - 

I in the-schools 
krral P r o j u t  Ewluatian. 

m M l l T Y  m T  

furdim y, t o  AX of  school rdrabi l  , trtim 
+ ,a t  p m j r t s .  
Lnnchfng of Kwl ikom Caplete School P i lo t  
Project. 
Training of Students Pwent's Assadrtion 
(APES) i n  rnrOermnt md f inonce. 
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In  addition to the general items noted above, evaluation team members will address the 
following, 

.I design evaluation process using fourth generation education model, 
determine report format amd arrange for contribution of each team member 
In composing final report. 

Consultant will act as the team leader responsible for the design of the report and the 
process which leads to its completion. 

Consultant will assess donor roles and determine impact of donor effort in the 
implementation of the reform effort in Mali. Consultant will determine impact of 
decentralization and regiorialization in overall program design and implementation and 
identify roles key stakeholders played. 

I 

Consultant will determine if Monitoring and Evaluation information has been used to 
support other components. Consultant will assess Ministry of Education's capacity to 
continue Monitoring and Evaluation activities and determine what efforts have been made 

rn 
by ?he Ministry to institutionalize this aspect of the program. 

2. Education Planner (Malian1 
o assess Ministry of Education role in encouraging local participation. 

The consultent will examine the extent to which the central authorities at the Ministry of 
Education involve regional and local authorities in decision making processes, and in the 
development of initiatives to improve their schools. 

Consultant will recommend interventions in support of local authority, agency and 
community efforts for improvement of local education initiatives. 

Education Econ m s 3. . - 
o assess co$:nefits of various project inputs, fad issues of sustahability. 

Consultant will review and assess Non-Project Assistance aspects of education program, 
specifically. 

1. Review performance sf government in responding to perfomance conditions 
of Non-Project Assistance agreement and issues surrounding disbursements; 

2. Determine if Non-Project Assistance was proper approach for educational 
development in Mali and whether its use was based on accurate analysi. and 
projections. 

3. Determine if Non-Project Assistance and project assistance were structured 
appropriately. 
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4. Assess validity nnd reasonableness of conditions and requirements from both 
the standpoint of the government to fulfill them and their efficacy in meeting 
Agency for International Developrncnt program objectives. 

5. Assess government ability to meet Non-Project Assistance conditions from 
budgetary and institutional standpoints. 

Consultant will work closely with the Education Policy Analyst to 1) look at performance 
of government to fulfill conditions and ability to manage Non-Project Assistance; 2) analyze 
sustainability of program initiatives; and 3) analyze impact of program initiatives and 
pilot/projects: school infrastructure; Koulikoro Complete Schools; textbook distribution; girls 
education cellule; training; Management Information Systems; Evaluation and Monitoring. 

Consultant will review adequacy of financial reporting procedures and will review financial 
and sustainability aspects of project activities. 

Consultant will address sustainability issues by assessing government capacity to assume 
funding, obligations and institutionalize project activities. 

4. Education Policv Analvst 
to assess policy dialogue and conditionality and Ministry inst3utional 
capacity. 

Consultant will assess the impact of Ministry of Education efforts to create a policy 
environment which supports the Education Project initiatives. 

Consultant will also evaluate Ministry's initiatives to enhance girls's educational opportunity 
and determine sustainability of these efforts at the policy level. 

Consultant will evaluate role Ministry of Education and other Ministries have had in the 
development of the reform effort including identification of issues, establishment and 
negotiation of conditionalities, and Malianization and institutionalization of reform 
initiatives and program components. . . 

Consultant will work closely with the Education Economist to 1) look at performance of 
government to fulfill conditions and ability to manage Non-Project Assistance; 2) analyze 
sustainability of program initiatives; and 3) make recommendations regarding future 
directions. 

Consultant uill evaluate policies in place if any, which support the Education Project 
components and determine what Ministry's initiatives have been taken to sustain program 
objectives. 
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Consultant will assess the development of a Manclgcment Information System: 1) the kind 
of data produced, dissemination and use; and 2) data collecting and analysis. The consultant 
will assess initiatives made by the Ministry to institutionalize the work of this component 
without the support of donor technical assistance. 

Consultnnt will make recommendations regarding possible funding options in support of the 
governments efforts to decentralize the education systcm. 

5. . evaluate project efTorts to improve the quality of primary education through 
teacher training, textbooks, and other. inputs. program. 

Consultant will evaluate Project performance to determine 1) overall effectiveness of In- 
service Training activities; 2) transfer of training activities into teaching behaviors at the 
classroom level; and 3) improvement of school management capacity. 

Consultant. will also evaluate Ministry of Education efforts to institutionalize and sustain In- 
service Training and the establishment of Regional Pedagogical In-service Centers without 
donor supplied technical assistance. Consultant will determine if effective feedback has 
been established between evaluation and monitoring results and the training agenda of the 
central training center. has been established. 

Consultant will assess Ministry efforts to 1) adapt the curriculum, 2) develop competency 
based learning objectives, 3) develop strategies to help students achieve those objectives; 
and 4) develop effective measures (to be implemented) at the classroom level to evaluate 
student achievement. 

Reauirements: 

All team members must be fluent in French (FSI rated S3, R3). All must be available for 
four work weeks in country and one week at home (2 days preparation reading and 3 days 
finalization of evaluation report). Six day work weeks in Mali are approved. 
The Matrix below provides the framework for evaluation interventions. .- 

All consultants w i l l  be available for 4 weeks in country and 1 week in U.S. (2 days 
preparation before trip to Mali and 3 days after trip to finalize report). Consultant must 
be available for a 6 day work week in Mali. 

All consultants will assist other team members in development of a written evaluation report 
including summary and recommendations. Responsibility for report assignments will be 
made at team planning meeting. Draft of evaluation due before team leaves Mali. Final 
report due 30 days after departure from Mali--20 days after USAID Mali's comments have 
been submitted. 
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The team will have the following sources of information: 

1. Reference documents, background and working papers, statistical information and 
key indicators include, but are not limited to, Project Paper (August 1989); the 
Project Paper Amendment (July 1991); Grant Agreement and Agreement 
Amendments One and Two; Project Monitoring and Evaluation Reports; and, 
consultancy reports including an institutional description of the Ministry of 
Education, Other relevant documents include reports from donor organizations 
participating in the Fourth Education, Project Education Statistical Yearbook, the 
Personnel Census and Analysis, Infrastructure data, Koulikoro data and budget and 
finance data. List of Reference Materials for Basic Education Expansion Project is 
attached. (Annex 11). 

2. Individual and group interviews. A series of collective interviews with stakeholders 
and beneficiaries. List of Resource Persons and Contacts for Basic Education 
Expansion Project. (Annex 111). 

3. Site visits and observations. Sites will include central ministry offices, regional 
offices, schools, communities. Instruments will include observation grids and 
questionnaires. 

Two project vehicles will be available for team members use. Logistics will be 
coordinated by the USAID Project Office. 

VII. Calendar: 

Week 1: Team planning meeting, Consult reference materials. Identify stakeholders 
and beneficiaries. Set up interviews, site visits, appointments. Develop 
evaluation instruments. Design Evaluation Report and plan schedule. 

Week 2: Individual and group interviews with stakeholders and beneficiaries. Site . 

visits. 

Evaluation diaries maintained. Evaluation group findings synthesized. Case 
studies identified. 

Week 3: Collection of information and validation at meetings with stakeholders and 
beneficiaries. Main findings and recommendations identified. End of week 
debriefing with AID. Case studies identified and diaries presented. 

Week 4: Final report drafted, disseminated to stakeholders and beneficiaries. Final 
debriefing held. 



1, The report should include seven main sections as shown in the Project Matrix. 
Vignettes highlighting main project accomplishments will be recorded, All 
areas of Project Matrix will be included as appropriate. 

2. The report outline will be approved by USAID by the end of week 1. 

3. The contractor will be responsible for delivering a completed draft of the 
evaluation report prior to departure from Bamako. The report will include 
a summary and recommendations section at the beginning of the report. The 
report will be designed to highlight site visit observations, interviews. 
Particular care will be made to distinguish obsemtions from conclusions. 
Conclusions will be drawn with reference to context and explicitly stated in 
the report. Conclusions will be validated with stakeholders. 

4. USAID Mali will provide feedback on the draft report to the Contractor 
within ten working days. 

5. Ten copies of the final report will be delivered to USAID Mali Human 
Resources Development Office within 30 days of the contractor's departure 
from Bamako. The final report will take into account USAID Mali's 
conlments on draft report. 

IX. Roles and Res~onsibilities: 

The team will report to the USAID Mali Project Development and Evaluation officer and 
will work closely with the Education and Human Resources Development Project Officer. 

X. Level of Efl'ort: 

Five weeks total, team will work 4 weeks in country. In addition, one week will be spent 
outside of Mali: 2 days preparation prior to field work and 5 days to finalize report after .- 

departure. Team must be available for 6-day work weeks. 

XI. Dates: 

The evaluation work in-country n u t  be completed by the end of June 1993. 
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ANNEX E 

Summary of the Concepts and Content of Training Modules 
Pmjcct BEEP - In-Service Teacher Ikainlng Comporicnt 

4. Evaluation das 
ap~nntissam scolaires 
5. La langage par la dialogue 

I 

Principaux concepts et contcnus 
/ Ddfinitim - Crilsma - Exempla - Exmima - Canprtoment o ~ v a b l o  
I 

'~~xonomica 1 Donmlw cgnitlf (BLOOM): mndrsrncs - comprdhsnsion -8ynthbe 
I - applicatior, - analyse - bvaluation 

Domaiw affectil: attitudss - incbrbta - appkiation 
I Domaiat paycbo-moteur: Initiaialion manipulation - prl5cision 

Ecouce bridaua - Tour de rbb 
CriBns - validit6 - fidblil4 - obiactivitb 
c c m n  - examens 
PI.tsentation phonCtique canp.Chension - rtemploi - exploitation exercices 

smctumux - dvision 
Rechache collective d'idbes 
Elaboration prog~cssive 

0 Lqon - d&t - Projet d'activid 
Lo DhobIPnRam - k blpson - - I Les'inrcrrrtouocs - Technique du scintilkmcnt - Lar~aane nestuel 

7. Lea interactions en classe I 0 Jeux d'arthonraDhe - Jcu d'enrichiasement lexical - leu & message -Jcu de 

I Em& & cae (sensibidisation) 
8. Laclure - Ecritun I Activiles de consauction du scns - activites fonctionnelles de I'oeil 

9. Atelier de calcul 

10. Cnhtion d%l 
cnvimnement popice 

-activit& de manipulation & mtes entias - activie d'utitisation de l ' m t  - 
RealaMes B la lecture - Cairn - activitCs d'analyse - activitQ da synthtse - 
activitds favorisant l'acquisition et la fixation du vocabulaire - Fichetype Be 
l ean  oour la lec-ture 
Phasc concrtle - Phase semiancrtte - Phase abstraite - Fiches-types de 

lacons wur le calcul 
Environnanent physique - Environnemcnt social - aunosphtn de la chsse 

- organisation de la classc et son adminisfration 



I Nouvraux moduhr 1 expbrlmantbr en aoQt 1993 avec Ies prlnclpaurr reaponarblea 

1 la kcon wu la mattre I pour une lacon da calcul 







Though t h e  r a t i o  o f  g i r l s  t o  b o y s  h a s  remained r e l a t i v e l y  c o n s t a n t ,  1992 s a v  a 1% p e r c e n t  increase f- 36% to 
379 p e r c e n t .  A t  a t i m e  when the p o p u l a t i o n  i s  o u t p a c i n g  r e l a t e d  i n c r e a s e s  in overall enrollaents, tfris q w a r d  
t r e n d  encourages  c o n t i n u e d  e f f o r t s  a t  t a r g e t i n g  enrol1me1.t. Because o f  s t r a t e g i e s  aimed a t  g i r l s ,  cancoaitant2y, 
t h e  e f f i c i e n c y  r a t e  o f  the number of  p u p i l  y e a r s  t o  c o m p l e t e  the 1 s t  c y c l e  h a s  decreased  t o  12.2 years, from 
23.75 y e a r s  i n  1990-1991. 

I n - S e r v i c e  t e a c h e r  t r a i n i n g  i s  o u t p a c i n g  t a r g e t s  set f o r  1995 a t  5500 s t a f f  t o  be r e t r a i n e d .  The 1992 nwnkr 
o f  6170 i s  far e x c e e d i n g  the mos t  o p t i m i s t i c  e x p e c t a t i o n s .  Data c o l r e c t e d  f rom follow-up evaluatiarr &aus that  
90% o f  those t r a i n e d  a r e  a c t u a l l y  a p p l y i n g  t e c h n i q u e s  and skiPls developed from BEEP training curriculuut- Phis 
i s  m a r k e d l y  improved from 54% shown during the 1991 m o n i t o r i n g  d a t a .  

Y I r I b 

S tuden t -Teacher  R a t i o :  The  number o f  
s t u d e n t s  p e r  tetcher d e c r e a s e s .  51 :1 49: l  46:I 44:1 4O:l 35:f 

Though the o v e r a l l  e n r o l l m e n t  r a t e  i n  pr imary  g r a d e s  h a s  i n c r e a s e d  b y  9.8%, there h a s  also be- c o n s i d e r a b l e  
improvement i n  the s t u d e n t - t e a c h e r  r a t i o .  T h i s  i s  p r o b a b l y  due  t o  e f f e c t i v e  t e a c h e r  r e d e p 1 o y s e n t ,  uhich is o-w 
o f  the c o n d i t i o n s  a s s o c i a t e d  w i t h  non-pro jec t  a s s i s t a n c e .  

R e p e a t e r  R a t e :  T h e  number o f  s t u d e n t s  
r e p e a t i n g  pr imary  s c h o o l  g r a d e s  d e c r e a s e s .  

T h e  1991-1992 p e r i o d  saw a d e c r e a s e  in the o v e r a l l  r e p e a t e r  r a t e .  The d r o p o u t  ra t e  o f  1-6 cycle has impraved 
f rom 12% i n  1990-1991 t o  10.9% 1991-1992. Promot ion r a t e s  from one  grade t o  the other have rearained constaat 
f rom 1990-1991 t o  1991-1992 f o r  b o y s  a s  f o r  g i r l s  b u t  the drop-out r a t e  has signif icanqy improved: it is 65% 
l o w e r  f o r  g i r l s  o v e r  the p r e v i o u s  y e a r .  T h i s  i s  a t r e n d  t h a t  w i l l  h e l p  a c h i e v e  tuo o f  2EP objectives: kee2 as 
many c h i l d r e n  a s  p o s s i b l e  t h r o u g h  the six grade  c y c l e ;  and l o w e r  gap betveen hdys and g i r l s  which resezrcA 
h a s  shown i s  d i r e c t l y  r e l a t e d  t o  macro i n d i c a t o r s  of development .  



Toxtbook avai labi l i ty:  the number o f  
textbooks available per student increases. 

Follow-up ovoluation has shown that ra t io  o f  textbooks t o  students for 1991-1992 was  1 t o  2 ,  cp froat I book to 
3 st uderlts i n  the 1990 reporting period. The numbers reported for  1991 were based on the ntx&er of books aLready 
i n  the classroom with the additional books i n  stock t o  be delivered (225.000). Actual  book d i s t r i k t i a n  for 
1991-1992 school year was 148.396 which w a s  1ower.expected and which decreases student/pupi2 book ratia for 
1991. Nevertheless textbook dis tr ibut ion shown t o  be equitable between rural and urban areas. 

ooms where students 

The percentage di f ference between teachers' use o f  textbook and pupils' use of textbooks i n  1931 and I992 5s 
explained in the following manner: our research shows t h a t  while teachers might use the book for instxuctiazzsl 
purposes;'students might not have access t o  textbooks ir. c l a s s .  We assume that dis difference viX be reduced 
when the book/student ra t io  reacnes the 2 books per student. Monitoring has show that 90% of tea&- who hav-. 
received BEEP OPO training have been observed, i n  follow-up evaluation, t o  u t i l i z e  those naateriazs i .~  the 
classroom. By comparison, only 22% of teachers observed make classroom use of distributed textbooks. Bs a resuLt 
for  the upcoming year, BEEP w i l l  be holding "textbook speci f icn training seminars for the actual h k s  to be 
delivered t o  the classrooms. 

- -- - 

Budget restructuring: ( a )  H E N ' S  share o f  



T h e  HEN'S share of  the t o t a l  Budget reflects a g l o b a l  CAW-ge in the way the GRH now manages expenditures and 
a l l o c a t i o n s .  T h u s  the 20% f i g u r e  mus t  be viewed w i t h i n  the context of r e d e p l o y i a g  a2bcat ians  in a totdlp  
r e s t r u c t u r e 6  b u d g e t  document. Fore s i g n i f i c a n t l y  for o u r  &forts, the share a l l o c a t e d  tovard p r h a r y  education 
was r e l a t i v e l y  s t a t i c  for the 1991-1992 y e a r ,  when compared w i t h  p r e v i o u s  fiscal p e r i o d s .  GREl b u d g e t  
c a 1 c r ; l a t i o n s  h a v e  been m o d i f i e d  th i s  y e a r  *e incluc?e Donors c o n t r i b u t i o n s .  T h i s  nev a l l  inclusive badge2 is the 
"Budget S p e c i a l  d ' I n v e s t i s s e m e n t w  (BSI) . According t o  t h i s  new  b u d g e t ,  the share of the HOE is 20.250 in E 7  1992 
whereas t h o  targe.: i s  18.20. Compared t o  the o l d  b u d g e t  figures ~d c a l c u l a t i o n s ,  th is  percen tage  would have 
been 269 for a t a r g e t  o f  25%.  

i t , ,  'lumber of c l a s s r o o m s  h a s  i n c r e a s e d  t o  7788 from 7591 j u s t  be low the p r o j e c t e d  t a r g e t .  

[ iidse: 1992 1993 PL. 1994 PL.H 
ACT. 

S t u d e n t  per formance improves  in the 3 Rs 
in 2nd and 5th grades .  $ 4 . 4  , 50 60 

6,160 2nd and 5th g r a d e s  t e s t e d  in 1991-1992 sch0o.i y e a r .  T h i s  p e r c a t a g e  r e p r e s e n t s  the mean of correct ansuers 
t o  the c r i t e r i a  weference test a d m i n i s t e r e d  from Hay t o  June 1992 in 110 schools. S t u d e n t  Achievement scores 
e r e  h i g h e r  i n  p r o j e c t  area  t h a n  non-pro jec t  a r e a  s p e c i a l l y  in grade 5. C o r r e l a t i o n  is 0.13 La 2nd grade and 0.31 
i n  5th grade .  T h e r e  was no s i g n i f i c a n t  . d i f f e r e n c e  be tween  bops' and g i r l s '  achievement .  





ANNEX O 

General Cammen@ on the FIret Drnn of the Evaluation Report 

I. 
1 S A I D  fame prrvsnir au Cabinet du Minist&rc de 

. 
1Wucadon de Base, tout document officiel perr l'entmmiw du mu1 Bureau des Pmfcts Education 
!BPR). 

11. e 

ser la question de savoir ri I'Cvrluation n'est pas pasde 1 c8t6 de 
l'objectif qu'e r le r'est fix& P"mvoir &re me Cvaluation d16tape, ayant pour ambition de 'se 
prononcer... sur la mcilleum tragectoh h p~logramancr pour la continuation (ou pas) du projet.' 

t, ndant toute la dude de l'Cvaluadm, toutes les structures et tous les acteurs ( B  
tour les EtP""" n vuux) ‘/'= u d6partcmcnt se sont impliquOs dms le wns de l'atteinu do cer objectif. 
Plusieurs rencontresr ont 6tC organides et toute la documentation a 6tC mise 1 la disposinon de 
1' ui d'tvaluation. C'est ce qui expli ue la frustration que ressentent tous ceux qui ont 
'co "1 la ' B I'dvaluation aprts la lecture du &aft 

Si c'est 11 ie sens de l'tvaluation de iti 4e gCntration, on peut affirmer qu'elle ert 
riCe pour l'objectif visC, car elle reflbte plus les opinions, attitudes et erceptions des 

PtPZZs inravonmts et MnCflciaires du projet ulelle ne mesure Itimpact rCel c ccluisi, sans 
comptcr que l'dchantillon des pmsonnes intmew !e s n'est pas repdsentatif. 

S 
2.2 LC travail &lid peut &re qualifi6 de sumdel. Des questions fondamentales sont 

soit ignorbes, soit ds vim tvacu&s: Le dC mement de l'Ed~xation de Base wait souhait6 que la 
0-ce dc l'assistance technique soit valu6e. a travail n'a pas 6tC fait, et paradoxalement, P" t 

'on conseille de garder cette assistance. L'dvaluation, se basant sur le niveau d'ex&ution actuel 
du projet et l'ex 'ence aquise, aumit pu pr&iscr les domaines d'experlise de cette assistance, 
nCcessaites B la e ne exkution du projet. 

111. -p; 
L'tvaluaticm a suscitd bcaucoup d'espir chez tous les acteurs, surtout 1 un moment oh le 

MinistCrc de 1'Education de Ease et 1'USAID chcxchent 1 dCf '" I: un cadn ad6quat de collaboration 
pour l'exdcution du projet. Un diagnostic &rieux du chemi~~ ,! zouru aurait perinis de faire des 
choix &laids pour la poursuite du pmjct. 

Conhamrnent aux assurances qui avaient 6d faites lors des rexontres, llCvaluation n :: GUS 
pu &happer au pi&ge des incriminations trop faciles. Elk est trts peu analytique et conticnt 
beaucoup d'imprbcisions, cadrant ma1 avec des assurances, telles que 'ont permis d'dtablir de 
faqon certaine.' (p.48) 

Le rapport ne fail pas de vdritables propositions de nature B &hirer et aider les dkideurs, 
les acteurs et les bCnCficiains du projet. .- 



d t s .  Toutefois, nous pensons qu'il a ten11 compta. 
' 

de fa n exhaurtive et amez fldbla, dc recommandations des diff6mntes personnes rencontrCes F" dans a ddon de Sham. Nous ne praponons pas de comctione, mais nous donnons ici uelque 

dessous. 
a Cclaircisaaments pernotant de revoir lea id6es contenuas dans les diffdrents paragrap es ci- 

action B plusieurs. 
analyses de faqon 

nt sur les rtussites et au 
sion aux acteurs d'avoir 

essive au caracthe 
s de rationalisation 

I. 
k%%@%aluation de 4c gCnCration appliquCe a posC quelques probltmes qui 

ont notablement affect6 les dsultats dc l'dvaluation au niveau des d6clarations des 
interrogCes. Cest ainsi qu'au Meu d'un simple recoupement des information recueillies %rson e manitre nes 
isolk sues des pertenaims d'opinions diffCnntes souvent divergentes, une discussion en "table 
ronde" par concertation aurait rmis d'aboutir B des conclusions plus objectives. Du coup, cela 
Cvitera~t des inter@tatoins I? asardeuses de ceRIines dtClarations bastes parfois sur des 
suppositions ou des hypothtses non-conf'i'is. La qualit6 du travail dCjB appdclable y gagnerait 
davantage. (chapin sur la scolarisation des filles pages 48 et 49 au sujet du probitme d'argent) 

111. . .. . ' 
o f i s a m m e n t  impliqu6e 

dans l'bvduation p u r  en mesurer I'efficacitC r6elle. Les multiples difficultes et obstacles 
rencontrCs par les Inspecteurs -- Ctendue gbgraphique de leur ciaconscription, importance 
quantitative des 6coles B suivre, insuffisance notoire de nntl d'encadrcment (conseillers) -- ne 
semblent &re pris en compte dans cette Cvaluation. ependant, ces facteurs ont une influence 
notable sur le fonctio~ement du sys&mc Mucatif. 

8- 
En conclusion, la disparitC de style, dO probablement B la diversit6 des Cvaluateurs, a jou6 

n6gativement sur la qualit6 du travail apprCciable malgd ces difficult& qui, souvent ont rendu la 
compdhension et l'exploitation du document difficiles, parfois malaissCs.. ' 

. . . . vc et F .- 

-ir ltQ=ent, l'appui logistique et la formation de la 
Cellule de Planification et de Statistique du Ministhe de I'Education? 

2. A propos des cellules informatiques dans les dgions du Projet, il avait CtC acquis 12 
I 

micro destines une B chaque dgion et quatre aux structures centrales; mais aujourd'hui on ne sait 
pas ce qu'ils sont devenus. C'est pourquai, B mon avis le ddmarrage des cellules informatiques 
dans les dgions a connu ce retard que nous constatons. 

C'est la raison pour laquelle il a Ctc! suggCrC de maintenir dans un premier temps le 
traitement des donnCes au nivw central et de hisser fain chaque DRE la latitude de crCer ses bases 
de donnh. En ce moment, le r61e de la cellule infonntitique centrale se limiterait seulement B la 
centralisation des donnCts Clabor6es par les DRE. Ceci aura pour effet la rapiditd de traitment des 
donn&s et leur Cdition. 



3. I1 y a lieu & mvoir comment la collecta des d o n h s  se fait par "la cellule infmatique 
centrale" car, lea donnhs sont fournics par lcs IEF ui m n t  trait&% au nivcau central dans Ic 

do rende. (p, 42) 
L cadn & 1'6laboration & Itannuaim dcs statistiquee sco s et non les DRE at B peutlr des rapports 

I1 faut ue Ies gens sachent CQ que c'est un annuaire stadsdque, le critiquer en vue de son 
atm0lioradon. 9 e m demande ai rCellement les annuahs an t  exploids par les dkideurs puisque 
plu~icura copies ont 6tC faibes? 

l a m -  d'une situation 
. t du v 

P P R isolbe, De ce ait, on ne peut aa dire qu'uns Cvaluatioh vdntable a Cte e ectuk Nous nous 
attendions h des analyses sur: (i les objectifs du Projet tels ue contenu dam le document initial; 
(ii) le Men-fond6 du valet en rapport avec la polidque Wuca 1 ve du gouvernement, les aspirations 
des populations et le dblage des rtgions rctenues; (iii) ltefficacitC du volet: les intrants ont-ils Cd 
correctement foumis (finamcement, ressources humaines, matCriels didactiques, etc ...) pour 
atteindre les objectifs du volet? Quels extrants ont C t t  pduits? On aurait voulu voir meme 
scMmati uement: les prtvisions; les Wsations; les 6carts mstatCs et leur explication. Sans cctte ? analyst, 1 est diffidle de mesurer l'ef'ficacitC du Projet. Concernant l'efficience du volet,. les 
questions de communicarion, de collaboration, de recrutement et de profil du personnel et sa 
motivation, d'appmpriation auraient pu etre abordks plus explicitement. A propos des 

opsitions concdtes, nous nous attendions A des (i) propositions sur le plan d'opCration du 
k e c  et (ii) repositions dc ~)uscmnts au nivuu du penronnel et du mode de gemion. P Sur e contenu de I4valuation -- Les Cvaluatews on! sdmplement rapport& les 
commentaires de certaines personnes interview&q. Ccs commentaires ne devaient en aucune 
manih &tn plus importants que l'analyse des dsu l~ t s  et de la d4maxthe du h je t :  choses que les 
Cvaluateurs ont i odes. f" Sur le p an g4nCral-- Cette Cvaluation est glut& descriptive et tr&s subjective, et elle 
contient beaucoup d'impdcisions (certaines cellules dgionales, p. 48) qui cadrent ma1 avec des 
assurances telles que "ont ermis d'dtablir de fagon ccrtaine. .." (p. 48) Par ailleurs, il n'y a pas 
de vCritables propositions, e nature il &lairer et aider les dkideurs, les acteurs et les btndficiaires 
du Projet. 

S 

QbSGrY- 
1. MCthodologie 

A lire le document entier, il scmble bien qu'il n'y avait aucun Cvaluateur dam I'Cquipe qui .- 

rnaitrisait bien la dthodologie imposk B I'Cquipe. Dam tout le rapport, il y a des phrases gui 
expliquent en quoi consiste la mCthodologie, mais on ne trouve xien c o m e  &valuation. Pour les 
autrcs volets, lcs 6valuatuns se sont seulemcnt content& de reproduire les docu~nents qui leur sont 
pdsentds. Dam le cas du volet systhe &information en gestion, l'dvaluateur na meme pas pris 
du temps pour visiter la salle informatique. Quand il a essay6 de reproduire le rapport des 
interviews, il a invent6 des Wtises telles y e  "les hies envoient dircctement les fiches au nivcau 
central," ou "les IEF sc servent de l'annum pour fahe le rapport de rent&." 

Quand il traite sle I'infonnatiSation des DRE, il aurait ... [do rapporter] que les ordinatwrs 
ont Ct6 disnibuCs au minist&= et que l'assistant technique n'a pas un si.. .... 

[On a ignod les acquis du volet. L'6valuateurl aurait dQ [rapporter] que le Minist&rc de 
1'Education Nationale est le seul ministbn qui a pu faire le recensement exhaustif de son 



personnel,.. Bien plus, 1'6valusrteur n'cl pas mcntionn6 la collaboration entre lo volet s stbme r d'infonrution en gestion et la Commission lh la R6forme Administrative depuir la sa sie du 
rccansernent jusqu aujourd'hui, C'est la baba de donnbrr des ressources humaines, actualish, qui 
foumh mutes lea informations sur le personnel du MinistCre..,. 

... A dire gue 1s volet dest in t t f i  ni h la DAF, BPE ou DNEF, cela est faux. Tcutes les 
directions du Ministbe utilisent les rCsultats des activit6s du volet. L'assistmt technique n' 1 pas dc 
territoire: 18 oh il y a n besoin, on l'appelle et il dpond ... L'intCgration du volet avec les aums 
volet du h j e t  [est aussi tvidente]. Le volet donne lea stadsdques at d'autns informations sur lc 
budget et le personnel aux autrcs volets. La seule chose que 1'6valuation a d6plod est le volet lui- 
m2me n'est pas Cvalut par le volet suivi et dvaluation.., 

I '  . . 
des informaticiens. Le 

consultant est un pmgrat~lmeur-analyste. 11 conpit les systkmes et fait la pro tion pour lc 
volet. L'assistant technique est gbrnt et en mCme temps analyste. Notre c o l r ~ a h y  Hanne. 
de la DAF, a dCjh tamint sa fonnation acad6mique avanc6e en infonnatique: I'USAII), sous la 
recommandation du volet, a pay6 pour la formation; lui ne s'occupe plus de la saisie; il est f o e  
comrne futur analyste qui s occupera du volet A la fin du financement. A la CPS, l'assistant 
techni ue attend I'arrivCe des agents d'informatique pour transf€rcr les applications relatives aux 
activit 8 s de la CPS. 

' I  & mCthodologie dMte  dans les t a m s  de rCfCnnces: 
on se demande pouquoi alors des individus qui ont employ6 cette mCthodologie --la quatri8me 
gtnhtion -- n'ont pas tt6 choisis pour faire SCvaluation du Pmjet. 

2. Les Cvaluatem ont reproduit les rapports des volets et/ou quelques commentaires 
recueillis pzndant les interviews. I1 n'y a pas d'analyse et les recammandation contrcdisent ce qui 
est &nt dans le rapport. Par exemple, dam le volet syst8me d'information et gestion, ltCvaluateur 
a copit les indicateurs que nous avons choisis pour publication la fin de ce mois. Ainsi il a 
gespill6 toute une page. (pp. 46-7) 

3. Ees tvaluateurs ont plut8t Cvalu6 les assistants techniques. 11s ont oubli6s .- 

l'environnement dam lcquel les volets fonctinonent. M a l e  toutes les contraintes physiques, 
financihs et politiques, les assistants techni ucs n'ont jamais cesd de travaliller. 

t! 4. Lm Cvaluateurs ont totalement ra le processus normal de I'Cvaluation: input --output -- 
impact. Or. a l'impmsion que les Cvaluateurs ont dirccternent saute sur l'impact. Cons6quemrnent1 
c'est la tmisihne annC du Projet qui a CtC tvalut et les acquis des deux premi&res annCes sont 
perdus. 

5. Les termes de rCfCrence n!ont pas ttC respect6s B la lettre. Il yy a eu des ommissions; il 
n'y a pas de syn*, la pdsentation du rapport ne confoxme pas aux tames de dfCrence. 

Qznduh 
Pour ce qui cancerne lc volet systtme d'information et gestion, le rapport est inacceptable. 



Je demande une autm Cvaluation. Pour tout 1e Projet, le rapport est insatisfaisant. 11 -r'y a pas 
rnoyen do l'utiliwr pour amCHorer lbxCcudon du Pm et. I1 faut iepxundre I'bvaluation, mais je 
doute  for^ ri I' uips en capable ds hire mieux. je ncommande qu'une rutm quipe sol: 7 constitute pour aim une aum Cvaluation. Mieux c n m ,  11 faudrait confier l%valuation B une 
oqaniaation ap4cUs6c en 6valuation des Projets, 

Lahation, or! s'attmdait B un rap art 

. 
P qui fournirait des donnCcs ises sur I'btat d'exbcudon den &&rid; do chrocun des volets et eur 

conception, de l'ex6cutiorl 

Une simple cornparaison du contenu du plan d'acdons gbnM par rapport aux acdvigs en 
cows aurait permi B 1'6quipe de constater que les activit6s actuellement en cours sont en C&te 
conformitt? avec le contenu du plan d'actions @n&al umqu de uis le dtrnarrage du v~let. Cela leur t' aurait Cvitd de mire B une ex&ution imprwis& des activit s. (p. SO, para. 7) Lc plan a ccrtes 
connu dey amendement confonndment B des besoins dcls qui ont pu etre identifi6s. Par exemple, 
l'appui aux communautCs ik travers des projets pilotes pennettrait de surmonter certains obstacles 
lids B des factcurs socioCconomiqucs qui ont un impact &gatif sur l'acch et le maintien des filles B 
llCcole. Donc, il y a be1 et bien un plan d'actions cohhnt pour ce volet. 

Un simple calcul numCrique pennet de se rendre compet que sur sept aches identifiks en 
1990, cinq ont pu em effectivement initiks. Certaines tClches ont CtC exCcut&s B p&s de 80 pour 
cent (cf. dichc I du plan d'actions gCnCral; U, IV, VI et VII, a 90 pour cent). 

Ce document se pdsente comm un simple rapport des entretiens que I'Quipe d'Cvaluation 
a eu avec les diff6rcntes pcrsonnes impliqudes dam ce Projet. Ces information seraient utiles si 
d'une part, elles n'avaient pas CtC dominh par des intapdtation et gCnhlisations abusives et 
d'autre part, elks avaient CtC soumises B une analyse approfondie, analyse qui aurait ccrtainement 
trouvC une dponse aux prtoccupations essentielles, B savoir: (i) qu'est-ce qui existait au sein du 
Ministh de Education en matihe de scoldsation des filles avant ce Rojet; (ii) quelles sont les .- 
innovations appmtts par ce Projet; (iii) comment est-ce que ces innovations ont-elks td men&~; 
(iv) y a-t-il eu difftnntes s@uences/phases dans la conception et/ou llexCcution des activitCs du 
volet; (v) qu'est-ce qui existe actuelltment sur le sujet; (vi) y a-t-il eu une diffCrence -- si oui, il 
quels niveaw, si non, quelles en so:,lt les causes; et (vii) quelles sont les recommandation pour 
favoriser l'atteinte des objactifs fix&? La pdsente dvaluation ne saurait atteindre ces objectifs sans 
r@ndre aux questions ci-dcssus fopmul&s. 

Ccs constats ci-dessus Cnum6ds me permemnt de rejeter tout au moins partiellement la 
conclusion du @sent rapport d'tvaluation. I1 est diffkile d'admettre de telle conclusion non- 
soutenuc pa.  une dCmonstration logique. En tam quassistant technique, ce rapport ne me pernet 
pas de savoir si la pdsente Cvaluation ambitionne de fournir des donnCes sur l'impact des 
interventions des trois ans de dCteminer les volets qui mCritent davantage d'appui, d'identifier les 



activitba ayant eu un Impact positif at cellcs n'ayant pas au d'impact par rap aux objectifs fix& 
et de fain des mmmandation Jsuggestiona quant B la natum des activ P" tds supplbmentairer B 
inidcr. I1 art d n  ue lor informadon fournies ne dpondant paa aux attentcs. 

S a En db it des ifficultds tnendonntcs, force eat da mnndtm quP1 y a eu une amblioradon 
dgniflcadva ans le sanr de la dmlution de la problbmatique de l'tducation de base pour Ies fllles 
d'une manib gdn&ale ... Den amtliorations ont pu tm conrtatCes dans le rccrutcment <leu filles 
catte annh mCmc si le rapport, tout en fomulant des dsarvea quant aux facteurs explicatives ne 
fait allurion qu'au seul cas de la dgion de Sikaeso. 

11 serait prdtentieux dc skttendm B des dsultata extraordinah8 en d peu de temps dans un 
domdne ausd sensible que 1'6ducadon, en articulier la problbmatique de l'ltducmtion de base 'I' forrnelle pour Is8 filles. La scolarisation es Alles 6tant une partie inttpnte de la 

pamcttraiena d'attdndm les objecdfs fix&. 
r lit nationale sur I'Cducation, wuls les effets conjuguds dm actions de tous les volets u Projet 

answm may be found in the technical reports 
n and stratification levels, use of rcgesslons, 
ariables, etc.; the use and explanation of the 

Pearson's R camlation can probably be found in any textbook. It was deemed important to 
distinguish between an academic research report and a mult-oriented and action-oriented re ort 
that would enable decision-makm (hwn the minister to school principals md teachers) to d t h e  
report, understand the mults and take action. 

The objectives of M&E were to monitor and evaluate the Project I self rather than the 
Malian educathn system, and to rcenfm M&E capacity rather than reenforce nsearch ca acities. 
(See TA's rope of work, World Bank lmplementadonn Manual, 1990, AID PAAD, 1990. etc.) 
In that sense, the question, in paragraph 7, p. 94 xnay not be relevant to what M&E was 
expected to achieve, but is relevant to what the Ministry and its educational policy would be 
expected to accomplish. The lack of national educational policy combined with hpoar management 
practices has been the major obstacle to a real improvement of the efficiency of the educational 
system and that has affected the completion and achievement of all Project (and non-Project) 
activities. 

It may be useful to look at the impact of the M&E component on the Project through a 
historicaWongitudinal paspective. Again, the original objactive of the M&E component (as stated 
in P W  and World Bank Implementation manual and the M&E TA's scope of work) is to monitor 
project inputs and evaluate their impact on the quality of education at the school level in all Project 
regions. The 1991 and 1992 Roject evaluation reports, as well as tyhe several issue papers 
produced, did what they were supposed to, that is, vide information on curcia1 issues and lead 
decision-makers to act accordingly. The course o P" the Project was strongly influenced by these 
reports, as you may see in the hisotyr of Project inputs. For instance: (i) the fvst 1990t91 M&E 
report showed that there was no curriculum in the schools; as a result, action was taken by he  .- 
Ministry and USAID, and in 1992,99 pacent of schools had one curriculum, as reported in the 
1992 M&E evaluation =part; (ii) the first 1990191 M&E report alerted the Ministry and donors on 
the school book situation: the W p u p i l  ration was one book for eight students, and 36 pment of 
schools had no books; as a result, actlon was taken by the Minisay and donors, and in 1992 the 
bookfpupil mtio was one book for two pupils, and t h m  percent of schools with no books, as 
reparted in the 1992 M&E evaluation report; and (iii) th t first 1990191 and the 1992 U&E reports 
showed that the teacher training pro- "en cascade" I vorked for the fust year, but not the for the 
second year, for the reasons explruned; as a result, mion was taken and in 1993, the teacher 
training program was wised and a new methodology devised to adjust to thos concerns. Again, it 
may be useful to look at the original document (World Bank implementation manual) on which all 
TA's scopes of work are based. 



n 
Methodology : 

clearly explained in IILA,a, it 
of all =ported commants 
and of mject 
seems to onlyconvey the 

For example 

Further den& don of the Project should muult from such uesdons as: (i) what has B P actually happened wi the Project since 1990; (ii) what has changed; ( ii) what diffmncc has the 
Project made; (iv) where did the Project start; (v) how did it address problems; and (vi) what wag 
in place before, and aftdl  The mcthodolo ical !?,w stems h m  the theoretical atant that "the 
mluatds  objective is to have gained lobaf impressions of the situation at one fixed moment in 
its COU~~C." (p. 1) Although this is a va f rd ap roach, it prcventci tC&dcm and usas of the evaluation 
from etting a clear p i c m  of what existc$ before and what changes took place. All project d wdvi cs are taken for granted when their mere existence can be seen as an accomplishment; for 
example, in 1990, no statistics on the ed~ca~tional ss m were available, other than World Bank 
statistics derived from undiable documenu. In 1 !I? 3, statistics on the educational system are 
available for cars 1990 - 91 - 92. In 1990, scc!;intion des filles was but a phrase that made r Malians gigg e. In 1993, a national cell is official1 constituted and is functioning in several 

two mden ts. 
Z regions. In 1990, the book/student ratio was one bo for eight students; in 1992, one book for 

Context 
The historical context of the Project needs to be emphasizad: six months after its start, the 

country underwent tnmendous upheavals: the first successful coup in 23 years. The Ministry of 
Education was attacked, TAs w m  evacuated at least 20 times over two months, the Roject ABEL 
office was tear-gassad, the Minister with whom the Pmjcct was working was burned alive, the 
officials with whom the Project was working were beaten and thek offices burnt, the schools with 
which the Roject was working were destroyed, Project teams were prevented from entering 
schools, 80 percent of the inspectors and regional directors were removed and replaced. All 
donors' technical assistants withdres and USAID's stayed. Schools were closed for most of the 
year, chaos and anarchy were predominant; the already failing educational system was simply 
brought to a halt and was disintegrating. Two years later, five "ministerial cabinets" later, in 1993, 
the educational system still hasn't m o v e d .  


