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PROJECT P-4PER CONCEPT 

Sew guidance for the development of proiect documentation ~vas  issued in 1994 The most 
sigiticant feature of this new guidance lvrrs that the project identification document (PLD). the 
initial project document uas changed from a precursor document to one to lkhich the project 
paper (PP) is additive The PID remains an inteyral part of the total project documentation 

The purpose of the PID is to present the strategic objectives of the project and the prosram 
outcomes expected I t  is to describe the types of intenentions proposed and the results expected 
It is also to presmt the policy agmda 

The PP pro~ides the additional information needed to justify the approval of the expenditure r;f 

- funds It details the -mide for early inlplementation of the prosect and the tiame\vork for 
monitoring and revalidatin3 the pro-ject's contribution to the Xlission-s Strategic Ob-jective 

This PP \\-as developed t'olio\\ing these yeneral guidelines aqd thus the PID should be considered 
an inte~ral part of t h t  project documentation and is contained in the h n e u .  



Guinea has placed high priority on the development of its education system since independence 
Education \vas seen as 2n enyine of development and one means of assertinp its identity Local 
lanpages \\ere adopted and cumculum emphasis shifted to refltxt a rural agrarian milieu That 
education is one of the keys to social and economic development is a faith that has persistzd and 
is evident as m e  traces the development of education policy since independence 

The policy positions adopted in 19S9 and implemented under the Programme d'.\justement 
Sectoriel de I'Education (P.ASE I )  strenythened the priority given education, particularly the 
importance of the prima? level P.\SE I objectives \\ere primarily met The percentase of the 
national budset allocated to education. the percentage of the education budget allocated to 
primary education. and the percentage of the primary education budget allocation allocated to 
non-salw espenditures all increased Overall enrollment increased, the percentage of rural 
enrollment increased and female enrollment increased in numbers, althcaph the percentage of girls 
enrolled remained constant Ho\\ever, there m a s  no indication of any changes in the quality of 
classroom instruction 

The Government is now planniny a new effort (P-ASE 11) that will place emphasis on enhanciny 
the quality of education. improving equity-- both in terms of sender and ruraliurban participation 
and increasinp access by raising the gross enrollment ratio to 53 percent of the relevant ape 
moup The USXID Conakry has proposed a follo\v-on to its participation in PAS€ 1 to support - 
the GOG objectives of PAS€ II This new effort, howeter. is not an integral part of a multi- 
donor project as in the earlier P.ASE I effort. 

The purpose of the Fundamental Quality Education Levels Project (FQEL) is to " support the 
development of the Guinean capacity to deliber quality primary education senices to meet 
national access and qualttl; goals " The FQEL project intends to achieve this go31 by supporting 
GOG efforts to 

1 Improve sector strategic plannins and decision makinp; 

2 Develop teacher support services and improve the skill of teachers, and 

3 Improve conceptualization. planning, and implementation of equity programs and 
initiatives 

The FQEL proicct will provide a technical assistance team of seven persons, trainins, limited 
commodities, and local support costs Emphasis will be on developing capacity within the GOG 
to meet its objectives. rather than the provision of resources Attention \+i l l  be given to 
forfending ayainst initiatiny activities that create continuing recurrent costs 

To Improve sector strategic plannin_q and decision making,, the project \bill introduce the 
Fundamental Quality Level Indicator System (FQLIS) as a framework for plannin~q and allocation 
of resources To improve the quality of instruction in the clivwoom, the project will develop a 
system of in-service training for teachers and support person(ne1 and develop instructional 
materials To improve equity, the project will assist the Government of Guinea's (GOG) Comite 



- 
d'Equiti tti plan and implement proyrarns and \c-ill fund a L7.S private voluntrln: orsanization 
(PVO) to work \\ith Guinean PYOs at the community level Emphasis \vill be oli promoting 
community pruticipat.ion in the education process in yeneral and the participation of girls in 
particular 

At the end of the project: 
7.. 

I The GOG will have developed the capacity to implement the FQLIS plannins system 
and will be more eficrently allocatiny resources to increase access and improve 
quality 

2 Teachers and supenisors ~vill have been trained and provided materials to improve 
their effectiveness in the classroom. The nature of the classroom learning process \\ i l l  
have become student centered and based on ob-jectives 

3 The enrollment ratio of girls will have broken throush the 32 percent mark \there it 
has remained for the past several years Girls will be more actively participating i r i  
classroom activities 

There are several risks that potentially threaten this effort. 

1 The FQEL pro-ject builds on the previous USAIDKonakry project Implementation 
of the "bridge" activities to be funded by the previous activity are necessay to 
maintain niomentum and piesence LTSAID capacity to manase the euistlng prc?ject 
\ ~ h i l e  starting up another major education activity is at present an opefi question 

2 The policy dctions necessary to implement FQEL are several and complex Their 
resoluticn and imp:ementation are crucial Continuity of GOG education leadership 
has been central to the support for the principles of the FQEL project It is not, 
ho\tever, a satisfactory substitute for approved GOG policy positions, the creation of 
certain of uhich should be a prerequisite for project approval 

3. Meetins budyet allocation targets for primary education in PAS€ I notwithstanding. 
commensurate resources are at present not being made available to the Ministry of 
Education. Resolution of this problem is necessary. Without resources, the FQLlS 
cannot be implemented. 

- The pro_qnosis for satisfactory resolution of the above is sufficiently optimistic to proceed with 
the prosect a! described in the PID and the PP. H o ~ e v e r ,  at the end of the second year of the 
pro-iect. an assessment should be made to determine whether the basic premises of the prqject are 
still sound and decign corrections r,iade if necessary 

V l l l  
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1.0 ST=\TEhLEbT OF THE PROBLEM 

This chapter presents a very brief summan; of the background of the education system in Guinea 
and progess made -.vith support of a multi-donor project since 1390. It then presents the policy 
objectives of the Governmen: of Guinea for the period to the year 2000. The obstacles to the 
ach~evement of those obiectives are then summarized. The chapter continues 1~1th a statement of 
the purpose of the proposed project. the types of inten-entions proposed. and a brief assessment - 
of the appropriateness of those intenentions. 

1.1 Background 

Guinea has a population of approximately 6.2 million inhabitants and a population growth rate 
of 2.9 percent. It has. in the past, been considered one of Xi-ica's poorer performers, especially 
in terms of the United Nations Development Program's Human Development Index. lvhere it has 
been rated dead last for the three pears from 1992 ;o 1994. This is primarily due to a life 
expectancy of only 44 years. an infant mortality rate of l33/1,000, and a reported illiteracy rate 
of 76 percent. However, it has economic potential. Economic gzrowth from 1987 to 1990 averaged 
5 percent. Gro\;th rates have declined in recent years from 3 Q to 4.0 percent (International Bank 

I for Institutional Development(1BID estimates). Guinea holds approximately one third of the 
world's reserves of bauxite. 3Iineral resources zlso include high concentrations of sold and 
diamonds. Potential for hydro-electric power is one of if not the best in West Afric~. Adequate 
rainfall. fertile valleys, and coastal plains support an agicultural base of some potential. 

Guinea was the only ex-French colony in Africa to decline to join the French Union wb.n it 
gained independence in 1958. At independence, it re-oriented its e.Iacation system by repracing - 
French as the language of instruction in the primary schools ~vith local langua_res. It oriented its 
curriculum to the rural milieu and introduced "farm work" as a r e ~ l a r  feature of the curriculum. 
Attendance was made compulsory, with parents subject to fines for a child's non-attendance. 
Enrollments increased and the quality of education decreased. Students entering secondary school. 
where French was still the language of instruction, were ill-prepared to succeed. Quality of 
secondary schools suffered and the system yenerally deteriorated. 

At the end of the first regime in 1984. the Governme~it instituted reform measures designed to 
re-introduce French as the medium of instruction at all school levels. The curriculum "classique" 
was re-introduced. but in later years was oriented to "employment opportunities." The overall 
management of the system was also improved. However, primarily because of a lack of 
employment opportunities, disillusionment with the value of education was widespread. Further, 
after 26 years of the previous system. teachers were ill-prepared to begin teaching in French, and 
resource allocations to education were inadequate. Enrollment at all levels fell. 

1.2 Basic Education In Guinea 

The Government revived its attempt to revitalize the education sector and adopted a new 
education policy on 19 September 1989. The policy reaffirmed the great importance the 
government placed on education as an instrument of national development and within the sector 
placed highest priority on primary education A multi-donor effort to help the GOG implement 
the new policies began in 1990. Principal donors were the French, IBID, European Economic 



Community (EEC) and USAID. The project provided financing and technical assistance to 
support policy and structural changes. General budgetar?; support and assistance to reduce balance 
of payments deficits was provided. -ne education sector benefited directly by the provision of 
capital and operating funds and indirectly by debt burden relief, ivhich. eventually, should base 
increased the flow of resources to education. This effort. the "Programme d'r?justement Sectoriel 
de 1'EducationW (PASE I), has achieved significant results: 

Gross enrollment ratio rose from 25 percent in 1989 to 40 percent in 1994 
First grade enrollment ratio increased by 35 percent over the same period 
GOG budget allocation to education rose from 14 percent to 26 percent 
&finistry of Pre-University Education and Professional Training (hIEPU-FP) budget 
allocation to primary education rose from 25 percent to 36 percent 
Percentage of girls' enrollment has kept pace with overal! enrollment increases and 
rural enrollment rates increased 
Over 1,800 teachers and administrative personnel were re-deployed to primary school 
classrooms 
The number of classrooms increased by 23 percent from 199 1 to 1993 
3.000 classrooms have been built thus far mder PASE I .  

These successes gave the XIEPU-FP confidence to begin formulating a strategy for a second 
phase of the PASE. 

1.3 GOG Policy Directions 

In its preparation for PASE 11 the XIEPIJ-FP has prepared a "Letter of Education Policy 
Development." The letter first appeared in a January 1995 project preparation documentation for 
activities to support PASE 11. The h1EPU-FP states it will be the policy that puides the education 
seciar in Guinea for the period 1995 to 2000. 

In the ietter, the GOG reaffirmed the priority given to the education sector in view of its 
contribution to the social and economic development of the country and the goals of PASE I .  It 
thus continues to place priority on increasing efficiency of the uses of resources in order to 
increase the quality of education and to expand access in an equitable manner. The policy 
document groups the actions to be taken during the next phase (PASE 11) under three priority 
areas 

Expanding access by increasing the efficiency of the system; 
Improving the quality of the education; and 
hfaking access more equitable. 

The policy statement envisions the GOG taking the following actions under the above three 
headings between 1995 and 2000. 

Access and efficiency: 

- Implement a new organizational structure both at the central and decentralized 
levels 



- Systematically retrain XEPU-F? staff to implement the new organization 
- Construct 900 new classrooms per year and progressively 

rehabilitate existing facilities, especially multi-grade classrooms 
- hluch of the new corstruction m d  maintenance is to be supported by local 

communilies 
- Computerize personnel management particularly to improve the 

utilization of teachers 
- Strengthen the capacity of the Regional Inspectorate. Prefec~lral and Sous 

Prefectural level re-organizations 
- Promote greater provision of education through private schools 
- Promote participation in the policy process s t  all levels. 

Improvc the quality of education: 

- Revise the curriculum to make it more relevant to the social/economic milieu 
- Institutionalize and extend multi-grade teaching 
- Provide textbooks through private channels and train teachers in their proper 

use in the classroom 
- Introduce health and environrillental rdclcation 
- Institute a small grants progarn to promote innovation at the school level 
- Introduce job-related education progranls for students who do not go on to 

secondary school or have dropped out earlier in the primary cycle 
- Expand non-formal education and literacy programs for out-of-sch~ol youth 

and a second chance program for those by-passed by the formal school wishing 
to enter the formal track. 

Increase equity: 

- Increase access for eirls at 2.!! levels 
- Policy declarations have set certain specific targets 

- Gross Enrollment Rate (GER) of 53 percent by 2000 
- 60 percent GER of first year age group 
- Reduce class size -- 30 in rural and 40 in urban 
- Progressive elimination of double shift schools 
- Build 1,000 new classrooms a year. (Other documents project 900 per 

year) 
- 47 percent CJER of girls by 2000 
- Repeater rate reduced to 18 percent by 2000. 

The GOG is looking toward significant donor support to carry out the above actions and reach 
the specified targets The activities and targets are very ambitious altd achieving all of them is 
pr~blematic. It seems clear, however, that the demand is sufficient to meet enrollment targets. 
Other targets such as those relating to class size are unlikely to be achieved. 



1.4 Obstacles to Achieving Policy Objectives 

The basic obstacies to achieving the policy objectives of the GOG in the education sector have 
changed only in a matter of degree since the preparation of USAID1Conaky;'s Country Program 
Strategy Statement (CPSP) in 1991. the P A W  aqd its amendments for the Education Sector 
Reform Project. and the PID for the FQEL project They fall into four main categories 

Economic and Financial. The macro-economic situation is tenuous. Overall expenditures exceed 
revenue and the government's ability to finance the annual education budget is problenlatic The 
government's willingness to "budget" ir~creasing resources for education is not matched by its - 
ability to actually provide increased funding on a timely basis, if at all. Financing requirements 
to reach a 53 percent participation rate by 1000 and to attain the qualitati~~e improvements 
envisioned will require non-salary budget increases of about 20 percent per year and personnel 
expenditure increases of about 5 percent per year .Actually making resources available to the 
hEPU-FP, as distinct from budgeting them. will remain a probirm. 

Political. The hfEPU-FP is intent on involving stakehclders at the community level in the 
process of identifjing policy directions and in setting education goals and targets. There is no 
history of such involvement at this level. Once this process becomes operational, the government 
will be under yreater pressure to be responsive. Failure to do so presents the danger of the 
community utilizing the same processes to express its displeasure with the education system and 
government writ large. 

The efforts to re-~rganize the ILIEPU-FP have been prolonged. Though the basic structure has 
been approved, the plan detailing staffing and the responsibilities of the various units in the 
central hlinistry are still under consideration by the hlinistry for Reform. The parallel plan for 
"deconcentration" for the implementing organizations at the Regional Inspectorate, Prefectural, 
and Sotls Prefectoral level are still in draft and unavailable for comment. The objective of 
decentralization, to devolve authority as well as decentralize management, will require a plan that 
clearly defines the parameters and mechanisms for active participation in rnanagement at all levels 
and by all the actors. The formulation of and agreement to the plan for deconcentrat~on will 
require considerable changes in political and management culture. Its implementation will require 
considerable treininy and organizational development at all levels. 

Social Constraints The PID raised the concern that parents might not be willing an& or able to 
expend resources for education. This does not seem to be an issue, if the desire on the part of 
communities to build schools is any indication Prefectoral Directorates of Education (DPEs) 
visited during the PP design phase have more requests for permission to build schools than 
teachers available to staff them Permission is thus often withheld. Indications are that 
communities are willing to maintain schools once they are in operatian. Contract teachers, hired 
by the ycvernment when regular teachers are unavailable, have not been paid for the last six 
months. The communities in which the teachers reside are reportedly providing them with 
lodging and food in the interim. Where expenditures are made in cash, however, the ability and 
willingness of parents and communities to expend hard cash for school supplies and textbooks 
remains a critical unresolved question 



Education Sector. Cmstraints within the educatiw sector identified in the July 14, 1994 Pro-ject 
Paper Amendment to the ESRP remain extant: 

- The MEPU-FP is in a transitic; 3hase. A new organizational structure will replace the 
current structure. blinistry personnel know the responsibi!ities of several of the units will 
change. The changes have been thoroughly vetted but there are areas where, by design, 
polic;];. planning. and implemenration responsibilitirts will reside in three or more units. 
The working relaticnships between these units wil; dcvelop over ti~ne. Areas where this 
condition will exist that are of importance to the FQEL project include: in-service 
training, responsibility for teacher and student instruct~i;iizl materials used in the class- 
room. supervision of education, monitoring and statistical analysis, and planning and 
budget preparation. These areas of intersection are discussed in the un-published re- 
organization plan now being reviewed by the Ministry of Public Function. hleanwhile. the 
current MEPU-FP structure is still the unly legal structure and the one with which the 
design team was instructed to work. 

Relationships between the central and decentralized units &re not clear. Although the 
reorganization document defines the responsibilities of the units of the new structure and 
contains staffing requirements, the objectives of the units are not clearly defined and 
management structures and job responsibilities need to be writ;m. Specific implications 
of the system are not clear and must be defined over time. 

- Provision of learniny materials for students is one of the means by which a relatively 
quick impact on the quality of education can be achieved. Textbook policy discussions 
have been undenvay for some time. Early resolution of issues is problematic. Any policy 
based on itnported textbooks is apt to put unacceptable financial strai~.; on either the 
government, if books are to be provided free; parents, if they are forced to purchase books 
themselves; or, the community, if the parent associations are asked to provide them to the 
schools. If the MEPU-FP, rather than the private sector, sells the textbooks, management 
of the cost recovery system becomes an important issue. Though some textbooks are 
presently being sold through the private sector, their presence in the classrooms visited 
by the design team was not evident. Some students had purchased texts but the teachers 
were not incorporating their use into the classroom program. 

- The present policy issue concerns how books are to he distributed and financed. A larger 
issue to be resolved is the books' relationship to the existing curriculum, or any redirected 
curriculum. If a comprehensive curriculum reform is undertaken, a sector policy 
articulating the objectives of the curriculum is i~eeded. 

- In-service training and school director support have been hampered by the lack of a 
coordinated and well-defined approach aitd by resource constraints. Fivc different entities 
at four different levels of the MEPU-FP have responsibility for in-service training under 
the existing system. The new central organizational structure assigns the responsibility of 
coordinating training to a single National Training Service. Design and implementation 
rests with other organizations. A comprehensive policy is needed to link this service with 
the to-be-redefined field-level organizations. The Text D'Application Pour 
Deconcentration now being prepared will define field responsibilities for providing the in- 



service training. The policy will also redefine the roles of MEPU-FP mits responsible for 
supervision and management of schools. 

- Nationwide student assessment at the primary level consists solely of the entrance 
examination for the junior secondary school. If coyniiive and behavioral FQLIS targets 
are to be established by the h1EPU-FP, a means of measuring progress must be developed. 
.A policy on student assessment is required that defines objectives of the assessment 
program, an approach and methodology, and a plan for implementing the program. 

- The MEPU-FP has four years experience at all levels in developing and costing "Action 
Plans." Prefectural level budget submissions are based on the aggregation of these plans. 
Budget requests do not seem to be based either on a comprehensive assessment of need 
nor an indicative planning figure. Certain activities are defined for the DPEs at the annual 
planning meetings at the Regional Inspectorate level. However, the size of the request 
submitted by the DPE seems to be guided by the admonition to "Be Reasonable". Using 
the planning procedures that have been taught to the Prefectural level of ice  staff 
continues to be a frustrating experience. The funds made available to the Treasury at the 
Prefectural level are considerably less than the approved budget amount (50 percent rate 
for the first quarter of 1995) and often not a!] of this amount is given to the DPE. A 
comprehensive planning framework !o inforni planning decisions is lacking and should 
be developed. It will be less than totally effective until the various units contributir?~ to 
tbe budget process can rely on receiving the amounts approved in the MEPU-FP and 
national budgets. Until then. the task of the Sewice of Administration and Finance 
(Prefectorial level) (SAAF) at the DPE level becomes one of "programming" the use of 
limited resources that are available and arrive at unpredictable times for the most ur!;ent 
needs, rather than rational planning. 

- The Service Statistic and Pianniny (SSP) in MEPU-FP has successfully played its role 
of gatherer and producer of system-wide statistics. Over the last several years SSP has 
consolidated some of its overlapping reporting procedures and has begun to use school 
mapping (Carte Scolaire) and other data collecting protocols to track private schools, 
school investments, and new school constn~ction, etc. The SSP now needs to develop its 
capabilities further to play a more central role in educational planning arld policy making. 
Separate islands of data processing and preparation ale beginning to surface between SSP 
and DAAF. These should be tied more closely together through a local area network and 
information system. A more capable data processing function will permit the governmelit 
to know the extent to which change is taking place in the system, what it costs, and will 
enable it to assess the potency of its interventions. 

- The extent of, and more importantly, the willingness of the community to contribute to 
the cost of education is not fully understood. An analysis of the communities' present and 
potential capacity to s.~pport education is needed. A policy is needed to define realistic 
and just requirements for community support. Projected budget needs to meet FQLIS 
enrollment and quality targets may not be possible unless significant community support 
is mobilized to meet school expenses. 



1.5 Purpose and  L i n k  to the Strategic Objective 

The purpese of the FQEL Project is to support the development of the Guinean capacity to 
deliver quality primary education services to meet national access and equity goals. It will assist 
the hEPU-FP to carry out the actions presented in its policy statement by developing the capacity 
of the MEPU-FP to overcome the obstacles faced. 

The FQEL Project contributes to USAIDIGuinea's Strategic Ob-jective Three: "Improved quality 
- and increased enrollment in primary schools, ~vith special emphasis on rural and female 

participation." Tar%& 3.1, "Increased budgetan. resources for primary education," has already 
been met through the combined non-project assistance ( M A )  and projectized ~ ~ l s t a n c e  modes 
of ESRP TQEL Project outputs will constitute the attainment of target 3.2, "lmproved financial 
and administrative mana~ement of the Ministry of Education." Achievement of the FQEL 

- Project's purpose, "To develop MEPU's capacity to deliver quality primary education services 
to meet its national equity and access goals" will ensure that the strategic objective is achieved. 
Progress toward the strategic objective will be secured through capacity building efforts in the 

- area. of efficiency, quality, and equity. 

The CPSP does not curr~ntly include a target related to educational quality. While the hlission's 
interventions in PASE I were directed toward increasing the education sector's budgetary 
resources and improving MEPU-FP's fi l lscial  and administrative management capacity, the 

- FQEL project intrcduces educational quality into the Mission's portfolio. A new target, 3.3, 
"Improved quality of education through the provision of in-service training and instructional 
materials" would reflect this change. 

1.6 Proposed Interventions 

The interventions proposed are based on two guidiny principles. First, the main objective is to 
increase the capacitv of the MEPU-FP to formulate policy, develop plans to implement policy, 
and to successfully implement their plans. This is to be done in the context of the implementation 
of the FQLIS framework for planning resource utilization. The technical assistance (TA) tezm 
of the project should in the main provide technical assist- rather than be technical assist-. 
The object is to help create functional units, rather than to fund functimal activities. Second, the 
proposed interventions should not create any significant increase in recurrent costs that are not 
already anticipated and provided for in the MEPU-FP budget, nor should the project support 
activities requiring significant amounts of project funds for local costs. 

The central element of all interventions is training, the development of training capacity, and the 
system to implement FQLIS. Training will be provided directly by the members of the technical 
assistance team. Training programs will be conducted in-country and off-shore. Organizational 
Development (OD) activities will be carried out as a means to develop the capacity of 
"Directorates" and "Services" as units, as distinct from the capacity of individual staff. Specific 
training will be provided in management skills, planning, technical skills, analytical skills, policy 
analysis, communications, coordinating skills, and human resource management skills. Training 
will be. provided for senior level staff that is programmed on a long term basis but provided 
intermittently for relatively short periods so as to not disrupt the operation of the Ministry. 



Short-term technical ass1 .tame will be provided in specialized areas to supplement the espertise 
of the resident team. A PVO will be sought to work under the guidance of the Covite' 
d'Equite', the National Directorate for Elementary Education (DNEE). a Regional Inspectorate 
of Education (IRE), or  a DPE at the community level to develop a means of mobilizing 
community support for education in general and the participation of girls in particular. The final 
GOG coun!erpart unit lvill be a subject of negotiation in the Project Agreement The P\'O activity 
lvill contain a small grants program to stimulate and then to top off community contributions to 
education. The proposed IBID project contains a small grant program specifically to provide 
funds directly to schools and teachers to carry out innovative activities to impro~re the quality of 
teachinp. Elements of this should be incorporated into the FQEL grants program andior closely 
coordinate with the IBID funded program to ensure synergism. 

The pro-ject will provide limited commodities to facilitate the development, testiny, and the initial 
field use of the enhanced capacities, particularly in the elements addressing quality and equity 
issues. Limited local costs will be provided to test teacherlstudent support materials and in-service 
training methodologies and to carry out needs assessments and to gather other baseline data. 
Support will be provided to develop a student assessment program at the fourth and sixth grade 
levels. 

At the end of the project all activities initiated will continue using funding provided by the GOG. 
There will be a sudden increase in GOG recurrent funding requirements. 

1.7 Feasibility and Appropriateness of Interventions 

The interventions proposed are feasible and appropriate. Experience in the ESRP project has 
established that the leadership and staff of the MEPU-FP react positively to technical 
assistanceladvice and desire to lvork i11 a colleyial manner. Tbe hIEPU-FP is remarkably open. 
frank, and receptive to new ideas. The climate is receptive to innovation and change. That 
innovations are accepted and implemented is evidenced by the changes that already have taken 
place, for example, in the operation of the DAAFJSAAF and the SSP. 

Training in all its manifestations is eagerly sought. It is taken seriously, and participants have 
shown themselves eager to apply new knowledge and skills. There is also an obvious spread or 
multiplier effect. There sppears to be little loss due to reassignment or resignation. There is little 
brain drain. People are generally aware that there are alternative approaches to the desiyn and 
delivery of education services and are eager to explore h e m .  

There seems to be many fewer requests for "things" than in most countries with which the team 
has had experience. There is a need, however, for some commodities and operating expenses to 
support specific activities yeared toward developing institutional capacity. These are discussed 
in Chapier 2.0. 

2.0 PLAN OF ACTION 

The project will be carried out by technical assistance personnel working as an integrated team, 
albeit in different units and at different levels of the MEPU-FP. A U.S. PVO will be identified 
that will work at the community level, allowing the pro-iect to provide a seamless range of inputs 



from the higher levels of the hlinistry to the community level. Separate plans of action are 
presented for each of three major are,= of intervention. The sum of these, hoivever. are greater 

- than the individual parts became of their reinforcing nature and synergistic effects. They are the 
necessary minimum package to introduce the FQLIS planning framework as a means of resource 
allocation to improve access. quality, and equity. 

- 
2.1 Project Approach 

2.1 1 Fundamental Quality Level Indicator System 

The theoretical underpinning of the project is based on the Fundamental Quality Level Indicator 
System (FQLIS) for Primary Schools. (See Annes B) The basic premise of the svstem is that a 

- country can define a basic minimum package of inputs necessary for a school to meet the 
minimum requirements necessary to be at the "Fundamental Quality" level A school that does 
nor have these inputs is considered to be below the acceptable level L);' inputs necessary to be 
considered a quality school by the standards of that particular county. Standards are typically set 
through an iterative process involving all levels of society and the edxation establishment, from 
the highest levels of government to the community/schooi unit Standards are usually set so that 
most schools can reach them in a reasonable lenyh of time. Standards are set high enouph to 
result in significant improvement in the system. but not so high that schools have no realistic 
aspiration of attaining them. The "Fundamental Quality Level" standards vary from country to 
country The major controlling variables are: (1)  the inputs that the particular country determines 
are in its best interests given its goals for the education system; and (2) what the country can 
realistically afford. 

Both of these factors can and will change over time as the need>, perceptions. and resource base 
of the country changes. Thus, the FQLIS is not a static but a dynamic system. 

- The activities to be carried out in the FQEL project are designed to develop the h1EPU-FP 
capacity to formulate, analyze, and take the necessary decisions in the areas of policy. strategic 
planning, and implementation to enable it to apply the Fundamental Quality Level Indicator 
System as a framework to guide the equitable development of quality primary schooling in 
Guinea. 

The successful implementation of the system will require: 

- A wide debate to reach a national consensus as to what constitutes the minimum inputs 
necessary for a school to reach the fundamental quality level 

- Agreement on and wide publication of the standards 

- Testing the standards to ensure they are useful in identifying "sub-standard" schools and 
that the standards, given present school characteristics, can be attained in a realistic length 
of time 

- Using the SSP Carte Scholaire and/or other data base, determine the percentage of 
schools that exceed, meet or fall below the standards 



- Identifying schools that need to be brought up to the new FQLIS standards, components 
lacking. and the cost of those components needed 

- Formulating a strategy and plan to implement a program that over time brings all the 
nation's schools up to the minimum standards. 

- Conducting ssessments to determine school effectiveness to validate the Fundamental 
Quality package. 

- Reexamination and upgrading of the minimum package of inpus as the FQLIS tarsets 
are met. 

2.12 Project Components 

The project consists of three components that will assist the hIEPU-FP to develop the capacity 
to plan and manage the system's expansion and increase the quality and equity of the primary 
education system of Guinea using the FQLIS planning and resource allocation framework. The 
three major areas of project activity to assist the hlEPU-FP to apply the FQLIS framework can 
be classified under a number of rubrics. The most relevant is that used in the most recent GQG 
policy statement on primary education: efficiency, quality, and equity. These correspond directly 
with the three components under which the activities are presented in the PID: 

- Improve sector strategic planning and decision-making; 
- Develop teacher support services and instructional materials to improve the quality of 

primary education; and 
- Improve conceptualization, planning, and implementation of the equity program and 

initiatives. 

The three elements are mutually reinforcing and constitute the minimum inputs required to 
address strateyic planning, manayement, and provision of effective educational services to support 
the recent GOG policy directions formulated for PASE 11. Summarized under the central policy 
themes articulated by the MEPU-FP, the components are: 

Efficiency - increase the ef'ficiency of the MEPU-FP so as to result in more and better education 
within budgetary and human resource limits. 

Improve the policy fo~mulation/decisicrn makmg 2nd overall planning process by: 

- providing mor? reliable and valid information 
- improving the analysis of that information 
- stimulating 3 demand for the information relevant to the policy 

formulation/decision making needs of the MEPU-FP 
- broadening participation in the decision making process both directly and 

indirectly 
- providing OD training at all levels and involving personnel both horizontally 

and vertically 



- creating hlEPU-FP capabiIity to identify and contract for the above vpe  of 
training. 

iitiprove the management of resources by: 

- improved personnel management practices, centralized and decentralized 
- developing systems to deliver a id  monitor physical inputs 
- implementing decentralizationideconcentration program 

(IRE/DPEIDPSPIS.W/De-centralized plannins 
- preparing operational mmuals for decentralized personnel coveriny both 

substance and process 
- implementing management systems inherent or implied in reorganization, 

Comite' Pilotaye/Central and Field links 

Qua@ - increase the quality of primary education in all regions of the country. 

Improve t!!e performance of the teacher in the classroom by: 

- raisins the level of hislher training 
- training teachers in the use of more appropriate methods given class parameters 

and resources available 
- enhancing motivation through indirect rewards such as newsletters, in-semice 

training, better supervision. and recognition of one's role in the community 

Provide support for teacher's efforts in the classroom by: 

- developin;: the capacity to prepare comprehensive teacher's manuals based on 
present content 

- developing the teacher's capacity to create simple and inexpensive teaching 
materials 

- developing auxiliary instructional materials for the teacher and student 
- developing the capacity to prepare textbooks (at a later date if policy decisions 

aqd resources permit) 

Equify - increase participation rates in the primary schools in a manner that enhances equity 

- increase enrollment rates of girls and rural youth 
- increase participation of girls in classroom activities 
- support the activities of the Comite d' Equite 
- support community groups throcgh umbrella PVO project activities 
- increase persistencelachievement rates of girls and rural children 
- assist in developing policieslstrategieslplans to achieve equity targets 

2.13 Project Staffing 

For management efficiency, the technical assistance team is organized into three groups. They 
correspond to the three project components and also to the three major areas of emphasis in the 



above articulation of hEPU-FP policy. .A total of seven full-time expatriate advisors are 
proposed. It is felt that. at the outset. this is sufticient. However, depending upori the findings at 
the scheduled project design review, the size of the team and the areas of expertise can. and if 

- called for. should be adjusted as conditions and needs change. One person should be designated 
senior in each of the three ~ o u p s  and be responsible to the Chief of Party (COP) for the 
activities in that area. It is recommended that thz COP himself take the leadership role in the 
Etliciency Group. 

The long-term TA will be supplemented by short-term T.4 in iwo instances. One, \vhere specific 
skills needed are not present in the resident team. Two. if the press of responsibilities become so 
great so as to require additional assistance in any area ~vhere there may already be expertise on - 
the team. Short-term assistance u i l l  also be provided to carry out specific training programs. This 
assistance will be coordinated by a resident t-aining advisor. 

'1 The team of expatriate technical assistants will be augmented by a locally hired Guineen or third 
countv personnel where indicated. Additional locally hired experts will be engazed where 
possible andor necessary. The initial staffing pattern for the resident technical as~lstance team 
is: 

I .  COP - Senior Education Policy Analyst/Planner 

Contract hired senior Guinean educator (locallv respected). 
Contract hired local administrative assistant General Services Oficer (GSO). 

Policy, Planning, and Management Group (under direction of COP) 

Education Financial Analyst and Administration Specialist 

Educational Planner/Analystnlanagement Information Specialist 
(Supervises a local hire informaticien \vho works with the data analyst in both SSP and 
DAAF.) 

Training Specialist-- OD expert/senior management training and manage and facilitate all 
other training 

2. Education Quality Group (one of two below to be designated responsible for the group 
activities) 

- Education Materials Specialist. 
Education Training Specialist-- emphasis on in-service training and distance teaching. 

3. Education Equity Group 

Equity Advisor (works directly with Comite' d'Equite') 
(This person could be a member of the TA contract yroup or the COP of the PVO 
activity. ' The PVO grant or cooperative agreement could be a subcontract or sub- 
agreement . ) 



Umbrella PVO support activity. 
(The PVO activity lends field level support to all the activities of the project by 
promoting community participation.) 

The staffing lecornmended above should be vie~ved as the best recominendation of the desiyn 
team at the this point in time. Team staffing should be flexible and expected to shift over time. 

2.2 Description of Project Activities 

2.21 Efficiency and FQLIS 

Because Guinea is not likely to be a resource rich country for some time, if ever. to expand and 
improve its education system, it must make better use of the resources it has The implementation 
of the FQLIS as a framework for allocation of resources in the hIEPU-FP is an effort to do just 
that-more efficiently and more effectively allocate and manage scare r;sources. The full adoption 
and implementation of the system will require a whole new approach to and way of thinking 
about managiny the education system. The two units of the ILEPU-FF at the heart of the effort 
are the SSP and their "Planificateurs" at the DPE level, and ,he DAAF and their field arm the 
SAAF, also at the DPE level. This component has two primary thrusts. One thrust is directed 
toward strenghening these units and their role in implementing the FQL Indicator System (IS) 
The other thrust is directed toward fostering, facilitatiny, and maintaining the momentum of the 
participatory policy formulation and analysis and strategic planning processes These processes 
must be ongoing to successfully implement IS The overall objective is to achieve the optimum 
impact on access, quality, and equity in the system 

A. OBJECTIVE 

The specific objective of this component is to develop the capacity of the MEPU-FP to 
ivplement the IS system as a planning framework and to administer and manage the resources 
of the hlinistry according to the plans thus developed. To accomplish this, the TA supplied in the 
Efficiency area will promote and then facilitate a participatory policy dialoyle and strategic 
planning process that will guide the overall implementation of the IS. The specific units of the 
ILIEPU-FP crucial to the implementation of IS will be strengthened by improving management. - improving existing systems, or creating new systems where necessary, and upgrading the skills 
of the staff. Althouyh activities will focus on the DAAF and the SSP, the TA personnel will work 
in other units where and when their expertise is needed The objective will have been achieved 
when the TA provided by the FQEL project is no longer needed to sustain the IS as the planning 
process s id ing  the  hlEPU-FP. 

B. APPROACH 

The FQEL project will promote an informed coherent strategic planning process based on 
thoroughly analyzed policy by provide training, assistance with developing management systems, 
and institutional strengthening though Organizational Development activities. 

The specific approaches to be used are: 



- Direct one-on-one training provided by the T.4 team members. This training will be 
done in the context of assistiny the hfinistry personnel to carry out the particular 
functiodjob rather than one of performing the function while the person watches in order 
to learn. The TA person should be a mentor, a provider of "on-the-job" training. a 
consultant, a facilitator and not a doer. S/He \viIl not set up a system. for example. and 
then show the hfEPU-FP personnel how to operate it. S/He ~ v i l l  help them to set u~ the 
system and then they will not have to be sholvn how it operates 

- .Assistance. both Ions and short-term ~vill be provided to develop specific manasement. 
administrative, financial. and other trackiny systems necessary to increase the efficiency 
and effectiveness of the MEPU-FP in general and to implement the IS in particular. 

- X continuous series of short trainilly esercises will be desiyncd and implemented that 
ivill systematically develop the capacity of the hEPU-FP. Participants in these programs 
will be draim from both horizontal and vertical slices of the Ministry staff. 

- Organizational Development activities will be carried out to promote and create an 
organizational culture ot'participation. collaboration. shared objectives and common soak 
and in general, an efficient and effective organization that can reach the IS quality Ir.b,els 
set by hEPU-FP policy. 

- A limited amount of long-term training at the ILIA level will be provided to ensure that 
in the long term, there will be a small but steady flow of U.S. trained analysts and 
planners returning to the Xiinistry to reinforce the perspectives put in place by the project. 

- .A limited amount of commodities will be provided as necessary to achieve the outputs 
of the pro-iect in the efficiency area. Flexibility izi to the exact nature of these will be 
preserved to enable the project to accommodate ILIEPU-FP needs as the IS system evolves 
in the hiinistry and the way it carries out its functions. 

- The decentralization effort, when it is approved, will be supported by the TA team using 
the same approaches as used in the central Ministry. Beyinning in the second or third year 
of the project, this will occupy 30 percent to 40 percent of the time of the TA team 
members. 

Central to the approach will be the strengthening of the various elements of the MEPU-FP. 
Institutional capability to be built andlor reinforced including but are not limited to: 

Policy formulation and analysis and policy making capacity 
Strategic planning 
Deliverv system capacity and coordination capacity to supply school inputs 
Data and budget processintq and analysis capacity 
Ability to build stakeholder constituencies, both at the central and decentralization 
levels 

At the decentralized levels, the capacities include but are not limited to: 



IRE and DPE level planning and budget preparation capacity 
Ability to develop stakeholder capaclty at the community and school level 
Xlanagement and administrative skills necessary to deliver school level inputs 

C .  PROCESS 

The implementation process revolves around the tasks necessary to install the IS planning system. 
In this regard, quite specific capabilities must be brought into being. On a more general kvel. the 
first six months will  follow a general series of activities that will occupy the team for a 
considerable amount of their time. During this period the process will include: 

- The highest priority task of the TA team will be to maintain the momentum of the britge 
activities carried out under the ESRP project. Whatever other initial activities are described 
below, the priority should be given to ensuring that there is no rupture befiveen the presence 
and momentum in the hlEPU-FP betsveen the bvo projects. The new team, under a new 
project, will have to go through a period of orientation to Guinea and to the hEPU-FP. A 
suyyested scenario for these activities follows 

- An orientation period. The TA team will go throuyh a learning period and the more 
systematic and intensive it is, the sooner it can be accomplished It will be necessary ibr the 
members of the team to obtain a firm understmding of how the hlinistry operates. its 
organization, the staff, their roles, their general capabilities. and the centers of influence. This 
is necessav to put all other information in context. 

- Development of a more detailed and objective knowledge base It will take some time to 
review the past history, development of education, accomp!ishments of past projects, and 
review the mass of evaluations, assessments, and studies conducted bv the various donors. The 
team itself will begin, with their Guineen counterparts, to develop the necessary additional 
information base to enable them to begin planning specific courses of action. For example, a 
detailed training needs assessment will be conducted based on job descriptions, which may not 
exist and will have to be prepared. The degree of the validity of the irrformation in the "Carte 
Scholaire" will be established by random sample verification of the information base. Every 
member of the team should spend at least a month visiting IRE, DPEs, DPSPs and schools. 
The team as a yroup should assemble this knowledge base and expose it to the scrutiny of 
their MEPU-FP counterparts for a reality check. 

- Establish working yroups, possibly in eke context of the above activities, but with the 
objective of fostering and facilitating collaborative working relationships and to begin the 
policy dialogue within and between the units of the hIEPU-FP. Participants should be drawn 
from various units and various levels of those units. An objective is to ensure that all units and 
the personnel at all levels of those units have bought into the IS as the planning framework 
for the MEPU-FP. 

- Review of implementation plan and preparation of the annual plan for the coming year at 
month six. By the end of the sixth month, the TA team will have enough information 
concerning the needs of the MEPU-FP to implement IS that an improved and more detailed 
implementation plan for the next year can be formulated. This will be a formal process during 



Lvhich an assessment of the status and needs of the hEPU-FP is discussed based on the teams 
findings to date. Proposals for the detailed implementation plan will be reviewed and budgets 
to carry out the plan approved. The reviewYplanning sessions will be tripartite in nature; 
hlEPU-FP. represented by the National Coordinator of P-ASE. US-AID. and the TA contract 
team. If the Secretary General participates in this review. the US.4ID hlission should be 
represented by the Director or his C q ~ r y .  The revie\v/planning exercise end the review of'the 
annual detailed implementation plan and budget and its approval are the main management 
control mechanisms for IJSAID. 

- The above revie\v/planning exercise will be repeated annually. The pro-ject thus will have the 
ability to adjust its course and the allocation of resources on a timely basis. 

The Efficiency Group will be led by the COP who is also the senior specialist in policy analysis 
rind education planning. He will coordinate the activities of the members of the group with the 
objective of assisting the ILIEPU-FP to carry out the tasks necessary to implement the IS 
plmning framework. Those steps are summarized in section 2.11 of the body of this paper and 
in Annex 8. 

Some of the major outputs necessary to accomplish the above include but are not limited to: 

a policy support strategy designed and created by the DAAF and the SSP to supply 
the necessary analysis to the Cab i~e t  level entities 
capability of generating data, information, and models that will demonstrate the 
relative strenghs and progress of the FQLIS system 
activities designed to focus attention on policy making through using the analysis from 
the EhIIS and conducting policy round tables 
an Education Management Information System (EICIIS) which will include a local 
area network with continuous power supplies 
a referenced achievement test for 4th and 6th grade students 
a limited elementary school sector review, including some in-depth research on issues 
relating to the FQLIS inputs or indicators 
a mechanism to offer a substantial amount of technical and computer training 
a process of organizational development training, personnel management training. 
and planning 
management information systems development at the decentralized levels. 

The Efficiency component of the FQEL project will provide three expatriate technical experts in 
addition to the services of the Chief of Party, who also serves as the senior policy advisor. The 
group will function as an integrated team which will in turn foster the creation of integrated 
teams of MEPU-FP personnel. The three technical assistants will possess skills and expertise in: 
( 1 )  policy formulation and analvsis; (2) financial analvsis and administration; (3)  educational 
planning and the use and design of management information systems; and (4) organizational 
development and management training. A fourth technician, a local direct hire Guinean or third 
country national will provide expertise in implementing and programming information systems. 
SMe will work under the guidance of the Education PlannerIAnalyst and operate within the 
structures of the SSP. It may be necessary to contract for programming services to implement the 
integration of the MEPU-FPs present individual MIS systems (DAAF and SSP). It is more 



economical to contract for highly technical proipmming skills than to try to bllild the capacity 
In the ILE-PU-FP. 

Educatien Financial Analyst and Administration Specialist 

This spcialist will xvork primarily with the DAAF but \\ill be aviiilable to assist other sections 
of the hlinistry in the areas of hislher expertise. The primary purpose of technical assistance in 
this area is to assist the DAAF to develop into a more efctxtive organimion that can carry out 
its responsibilities in administration and finance. Specifically, the purpose is to assist the hIEPU- 
FP to develop the necessary management and administrative systems and trained personnel to: 

- Implement a budget preparation process more timely and based on rdiable information 
that reflects the priorities of the hEPU-FP. When the decentralized budget preparation 
process is implemented, work with the S A M  to install the needed systems at the DPE 
level. 

- Establish systems to assure accountability for the acquisi:icn and management of the 
physical resources of the hEPU-FP. This will inclllde a system cf  reports and records 
documenting the acquisitior? process, warehouse inventory control methods, and 
procedures to track materials when issued. 

- Training the staff of the newly created audit section and establishinp internal audit 
procedures and requirements. 

- Continue the automation of the accounting and budgeting functions and, with the 
advisor to SSP, integrate the systems to allow budset and expenditure information to 
be correlated with the information in the Carte Scholaire, education statistics 
information, and the to-be-developed student assessment program. 

A recent comprehensive review of the DAAF is contained in Annex C. The report details the 
present status of the DAAF, its needs to carry out its responsibilities, and detailed 
recommendations for action. Some, but by no means all, of these recommendations will be 
carried out during the "Bridge" phase between the ESRP and the FQEL projects. At the time of 
the arrival of the TA person in this area, the report should be reviewed and proaress in  
accomplishing its recommendations assessed. The DAAF advisor will prepare his detailed work 
plan based on this assessment. The annual plans will be reviewed and approved by USAID and 
the MEPU-FP. 

Education Planner/Analyst/&lanagement Information Specialist 

The Education Planner will work primarily with the SSP to train its staff and help establish 
systems necessary to support the implementation of the IS planning framework. S/He will also 
be responsible for training the Education Planners assigned at the DPE level and helping the SSP 
to develop the planning system necessary to support the preparation of national plans. The most 
important responsibilities of the SSP are the preparation of the annual plans for the MEPU-FP 
and the collection, organization, and analysis of the statistical database. The SSP also has the 



resrjo~sibility for preparing the annual investment program funded by the Programme 
d'Investissmcl~t Public (PIP). 

To meet the needs of FQLIS, the new integrated MIS system will demand an in-depth analysis 
of inforn~ation and reporting needs of the departments, along with a comprehensive needs 
assessment in the areas of technical and computer trainins. This new system will enhance S5P 
and DAAF capabilities to process and analyze information, specifically to relate espenditures to 
school quality and output measures/indicators. 

The DAAF and the SSP will collaborate to develop policy support strategies for the hlinister and 
her Cabinet. Through policy analysis dialogues, round tables, and through the use of information 
generated by the new EMIS, the demand for data about and analysis of the education system will 
be met. Both DAAF and SSP will be capable of meeting a broader range of requests for 
information. The TA in the two units will conduct on-the-job training. At times, the two units 
can be trained together, hence fostering the communication necessary to implement an integrated 
resource allocation system. There will also be a need to contract short-term consulting assistance 
in system design tasks, policy modeling, and for arranging tours out of the country to visit othe; 
education projects. 

Training Specialist 

The Training Specialist will have OD skills in the public sector. His or her tasks will be to 
assess the need for specific management skills in MEPU-FP and generate strategies to empower 
workers to become more effective in carrying out their normal tasks. In some departments, 
manayement skills are urgently needed to perform budget audit tasks and to coordinate 
responsibilities between people so that confusion and overlap of roles is avoided. Team building, 
delegation, and problem-solving are among the skills needed. As the Ministry shifts its attention 
toward implementing decentralization policies, roles will change for everyone. A new sense of 
purpose and direction will be required to implement the new system. Training in OD and 
personnel management will assist in this crucial transition process. 

! 
\ The Training Specialist will conduct some training activities. As special training needs grow and 

take substance he or she will need to call on short-term assistance. Special and intensive 
- workshops i~ time managl:ment or departmental planning will be conducted on a wide scale and 

will need outside assistance. He or she will find adequate secondary resources for training in - 

- Conakry. There will be times, however, that more specialized training will be needed from 
r offshore. 

The Training Specialist will bt* a resource and service provider for other members of the FQEL 
team as they plan and carry tra1;ling activities in their areas of specialization. This specialist will 
review and monitor training in other sectors, such as in-service training and computer training. 
The Training Specialist will sencrate a directory of local and foreign resources for a wide range 
of traming for which contracts could be made as needed. Though budgeted for the full term of 
the project, this person may bc needed for only two or tlirec years. 



D. RESOURCE REQUIREMENTS (in millions of dollars) 

Long-Term T.4 -- Three @ 60 P h l  ea. 

Short-Term TA -- 90 P h l  

/ Short-Term Training (U.S.) 

Long-Term Training (U.S.) 

Study tours/workshops/conferences (mostly in Guinea) 

Local Costs--field tests/studies/etc. and other local operating costs 

Commodities/misc. equipment/$ operating costs 

Vehicles (4) 

TOTAL - 

3. SYNERGY 

Synergy is inherent in all three components of the FQEL project. The components work together 
lveness to prodlice effects and impacts in one area that will reinforce and contribute to the effect' 

of activities in other areas. The Efficiency Component produces synergy in the following 
illustrative ways: 

- It will produce data instrumental for management whether it is used in the quality area 
to decide where to conduct in-service training or in the equity area using the Carte 
Scolaire to prioritized rural school placement. 

- It will provide a description of the system that will show progress in equity 
enrollments, participation rates between urban and nlral areas, and levels of FQLIS 
inputs to schools. It will provide a picture of how resources are spent and permit costs 
to be tracked on a per student basis. 

- It will strengthen management structures and administratior. within which quality and 
equity function. Management training and OD offered across departments within 
MEPU-FP such as INRAP, the DNEE, the Cellule d'Audit in DAAF, and the Comite 
d'Equite will increase interdepar:mental communication. Such exchanges will result 
in a deeper appreciation of organizational problems and commitment to resolve them. 



- It will provide training services in all component areas. Prefectoral directors of 
education (DPE) or school directors who attend teacher in-service training will 
understand the challenges of teaching in the classroom. The in-service teacher 
training will sensitize managers to support their teachers with the supplies and advice 
they need to do their jobs better. 

- The FQEL project activity will be evaluated often for impact, effectiveness, and 
relevance. Evaluation sessions held among officials involved in the decentralization 
process will reveal the need to strengthen coordination of teacher training or to provide 
quality inputs (supplies) to schools that are not receiving them. 



Time line for Component 1: Efticiency. The objective of the first componenr of FQEL will be 
to develop the capacity to increase the efficiency of the MEPU-FP in delivering higher quality 
education within its budgetary and human resource limits by: (1) Improving the policy 
forrnulation/decision making and overall planning process by proposing the activities shown 
in Table 1; and (2) improving the management of resources by the activities shown in Table 
2. 

TARLE 1: ACm' lT IES T O  DWROYE 1HE POLICY F(~R\LZ.SEISIOS 1UKISG A N 3  ()VERA1 L PL:\?..?rlSG PROCESS 

1 2 3 4  1 2 3 4  I 2 3 4  ------- ---- 
COP. Education Plmner,llIS. Training Speci.dist 

II Hire Guinem Sr. Education :Idvisor X; Admin :L<sist.mt 

II Providinc .\lore Reliable and Valid Infomation: II 
nformation Systcm (MIS) ;\udit: S ~ v t  IS Steering 

Stimulatinc n demand for the intomation relevant tn the policy 
fi~rmulatioddecisit~n making needs of the 5lEPt;-FP 

1 
Policy round tables \ s i b  Cahinet. IRES and DPEs 

School year prepwution workshops 

Round tahle consultations with :IPEs 

II O D  Qpc high level traininc, vertical imd horizontal: II 
(1 Assess rnanagcment training needs I 
IIDevelop Training Strategy with Departmen$ h 
11 O D  with SSP and DAAF - 2 sessions,nlonth 1 1 1 1  

II Procew ccwultations Upper Xlanagrmenl 2 sessionsimonth 

Evaluation o f  manawment i OD work I 



TABLE 2: ~\CTIVITIESTO ISPROVE M E  SUV,\GEMEhT OF RESOLRCES 

Impro~ed Centralized Persome1 mnnagernent practices. II 
Activities I Yr 1 I Yr 2 I Yr3 l'r4 

:ksess personnel management training nceds 

Develop training strntqg with priorit?. d e p m e n t <  

YtS 

11 Conduct quclrterly mmagement training sessions I I 
11 Evaluation of personnel mmagemtnt training 1 1 1  

Develop sytenu to deliver and munitor p h y i c d  inputs: II 

Implementation of Pilot Systems 

Training 01' system m d  computtr use 

Evaluation ;md review of' Pilot system 
r 3 

11 Operntional mnnuals for decentrnlizrd personnel - substance m d  process - trnining II 
Manuals for dccentralization process. including training dcsign 

Slanuals Ibr data entry m d  analys~s using comp. 

Cross-regional rtviuw and evaluation of decentralized Prou 

I 

Implement mawagement system required for decentrnlizrd reorganization: 



G. TIME-PMSED INDICATOR MATRIX 

-- 

Short-Tern 
(1 -2 Ye-) 

Slid-Term 
(3-4 Y e m )  

Long-Tern 
( 5  y e m )  

FQEL Project: Efficiency Component 

*Information S$m Steering Comminev formed 
*Infornation systems needs Assessment 

*L.k\ implemented along with shared dlttah=er 
Cabinet level training provided 
.Poltcy Support Strategy defined with D:UF SSP 
*DIL4F ahle to generate donor reports: 
-D:L.\F ahle to desegregate eqxnses hy sector 
.Travel goups completed 
-Process sonsultrtion mectings 
-Decentralizati~m Pilot Projects hegin 

.SSP w o k s  with other Support Services to 
develoo an achievement test for 4th and 6th erades 

.Dab Development \Vork espandcd and enhanced 

'D:LL\F financial systems fully operational 
Cahinet level and mid-level computer training 
provided 
'XlEPU-FP contractc out its own training lor 
ipecial needs 
.Decentralized infmnaliun systems rspanded and 
~perating 

,D:L.IF and SSP train their o u n  people 
~Penonncl capehlc of designing own modifications 
n d a t 3 h ~ w  m d  inbrmatiun sy1r.m 
'Seminm and round tables held 
1DPE and IRE inhrmation systems working .md 
;upplying daU to the scntral oftices 

-- 

.blemhership list: 4 months 
-Deputnent specifications defined 

and visualized: R months 
-1mplementution plm: 1 ye.u 
9.3 round trhles per year 

-one per year 
-2 sessions per month 
-\leetings with Central Regional. 
Prcfesture leaderrhip: 0-6 months 

-.-Icticm plan detailing respansihilities. the 
actual tests field tested: 6-12 months. 

-3 workable models used in policy 
analysis and decision making: 3rd year 

-Training contracts imd sessions: 50 hours 
per year S 10 people. yean 3-4 
.Training contracts: y e m  3-4 

.Systems operating in 6 Prefectures: 3-4 
ve3n 

Content area training: 25 houn per year 
lI):~ta entry screens and report format%. 
yrogrmming modifications: 5 years 
.T\vo per year at 5 year 
,Data r.schmgr..c going hoth ways: 
?r;~ctices hecome routine. 3 regions: 5 
b'e.ZFi 

~ 

.\leeti~ig no%\ 

.Report of specitications 
~Cvntrditor specilica~ton~ 
-1mplement.ttion mcmuds. training 
:xgreements 
.Planning notes. 1enr.r; 01' invitation. 
~)ntheses produced 
.Trip report\. presrnbtion of findings to 
ivoming gr~iups 
.T:\ work log.;. qusrtcrly repons 
..\leeling reports and procedures established 
#Field test results and reliability anaIysis 

'Policy dtalogue papers and d a b  displays 
~ L s m i n g  Contram from training sessions. 
:ests of  competence produced 
'Training provision agreements 
bTraining manuals and procc.dures. plans of 
~ction documcnbtion 

,Training designs. work schedules 
tStritegy meeting notec fiom SSP or D:\:\F 
Seminar note.; :md cahinet di.~logue 
nccting minutes 
Diskenes. reports produced. d o n  plans 
iom the regions 



FQFL Project: QUALITY Component 

-- 

Teacher training: 
Teachers' m d  principals‘ training necds asessments 

completed . D r d  pedapgiccll modules incorporating t>edhack 
complrted 

Pref schools teachers orgmized m.1ppr.d into training 
units 

Xlodules d rd t  stud~ed. cn t i i l ed  m d  approved hy 
MEPI'-FP, IREs. DPEs. cadres (seminar) 

Slodules tested in .;elected sihools 

Slodulss tindlzsd. printed. ready tbr delivery 
hi ma to^ trained 

Est. deliven-l;.IIow up mnual schedulr: 
Slonitonng eval sy\tem estahlishcd 

Teacher support materials. 
ISR.IP tern formcd. dralt tilrmat for teacher curric. 

interpretat~on irnplc.rnent~tion guide or selected pages o 
current curnc, redircctcd 

Criticism. ~ppro\.al s o l d e d  I h m  central levels. 
IRES. DPEs. sadrss 

Revised venion tinalized. puhlished. del~verud 

Trial venion tested through sele~ted schools 
Follow on or in tandem \v teacher training prepare 

teachers guide hook 
Same approval procedure : ~ s  ahove 
Finalire. puhlish. del~ver :LF ahove 

Exqend use th rou~h  teacher training process 
Stonitor eval. through s;une system ;IS th:it used hy ir 

sewice training 

J modules 

38 pref.. esl. 660 mimaton 

50 persons 

J modules. X schools 

2 tvcek seminar. est. 660 prm in .Y 
roups 

Sationai scale. thru DPEs IRES. 
entral levels 

Drdts - tZedhack sheet.; 
Site visits. qtly reports 

Seminu proceeding.;. kedhack 
heets 

Site vi,s~ts. t e r n  \vorking docs 

Seminar proceedings. s:tc visits. 
tly rpt '  

Schedules. inventones. reports 
Site visin. repmts. D:L.\F- 

Iecentralized procurement records 

Feedhilch sheets. (cam working 
1~1tCS. 

Situ vislt.5. classroom 
dwewations 

Qu;irterly reports. working groul 
locumenh 



-- 
OSG-Term 
S *  YEARS) 

FQFL Project: QU.\LITY Component 

Teacher training: 
Revise d l  ~ q x ~ t s  of ahovc hwed on initid 

ssessment% 
.Sew modules drafted 
-5lodules approved. tinalizcd 

Animalon trained 
Delivcrcd to teachers--1bllow up 
Monitored evduated--iniludc. pupils 

J per year 

.IS above 

t Teacher trainins procedure continues at samc rh).thrn 
' Instnrctional materials process iontinue:; at s m e  
h>.thrn 

L$ ahove 



2.22 Quality: Teacher Support Services 
- 

2.221 In-service Training 

A. OBJECTIVE 

The objective of the activities in this component are to improve the quality of instruction in the 
classroom. Inputs will be provided that will change the \vay teachers behave in the classroom, 
the way they view their students and themselves, and the way the content of the curriculum is 
taught. This will be accomplished by improving the senices provided to teachers in terms of the 
materials they have to work with, the training received to use these materials designed for the 
specific needs of the different regions of Guinea, and improved back-stopping through better 
supervision, monitoring and day-to-day assistance in classroom management. 

The two aspects of this component are in-service training and materials development. The first 
materials to be developed will be classroom manuals designed for particular types of classroom 
situations, such as the multi-grade classroom, the classroom with 120 students, the classroom 
where girls fail to participate, and the "average" classroom of 45 to 50 students. The second order 
of materials to be developed will be for student's use. They will be relatively short, 8 or 12 pages 
in length, and will deal with fairly specific subjects. These will be locally written, produced. and 
relatively inexpensive and affordable by parents. At a later time, if textbook policies are resolved, 
preparation of more substantial texts are possible. These may be based on the 8 to 12 page 
student auxiliary materials which have been shown to be effective. 

The in-service training component will have as its main objective to train teachers in the use of 
the manuals and application of the approaches presented in the manuals. In-service training will 
also be given to school directors and Prefectural and Sous-Prefectural level supervisors. The 
formulation of the training program and the preparation of the first round of materials, the 
classroom manuals, will proceed simultaneously. 

The initial objective will be achieved by training facilitators at the Prefectutal or Sous-Prefectural 
level who can work with groups of teachers of grades one and two and headmasters. The first 
round of facilitator training will be completed in the second year of the project and all first and 
second grade teachers will have participated in at least one in-service program by the end of the 
third year. As the first rounds of training are being conducted, materials for the third and fourth 
grade and then the fith and sixth grade will be prepared. Training at these levels will begin at 
the end of year two. All primary school teachers will have received some training by the end of 
the project, most will have participated in several sessions. 

B. APPROACH 

Participation is fundamental to the approach to be used in carrying out the activities in this 
component. Teachers and school directors will participate in the identification of the problems 
to be addressed in the manuals. They will help in determining the content and the format of 
presentation of the modules in the in-service program. Teachers will actively participate in the 
design of the in-service training programs. Exemplary teachers viill be used to illustrate good 
practices in the printed portion of the training modules and in those cases where classroom 



practices are recorded on videotape for use in ~vorkshops, conferences or focus groups. Teachers 
will be the "actors" as well as the examples of good practices in "real time" video documentation. 

Teachers and school directors will also be "participants" in the sense that they will be trained to 
be the "facilitator" who will Lvork directly with the teachers and school directors. At the central 
level trainers of trainers will be drawn from IPN or EN1 staff. They will in turn train groups of 
facilitator drawn from the teaching and school director force who will become the front iine 
facilitator. The training modules will be designed to be self-contained, in that everything the 
facilitator needs to work with herhis yroup of teachers will be in the package of in-semice 
materials. 

C. PROCESS 

It will be the responsibility of the In-service Teacher Training Advisor to yuide and facilitate the 
process of developing the in-service program and its implementation in the field. S h e  will work 
closely with the Instructional Materials Advisor. The activities are two sides of the same coin. 
It is anticipated that they will work with personnel of the I W  on this activity. The newly 
created Service for Personnel Training will also have a measure of involvement, probably at the 
policy and coordination level. 

The proper use of the teachers' classroom manuals will be the main objective of the in-service 
training program. Hence, without the manuals, there is no new content for the in-service training 
program and without the in-service training program the manuals would undoubtedly never be 
used. 

The first step in the process of developing both the instructional materials and the training 
programs is a thorough study of the conditions in the primary schools. It will be necessary to 
determine the content and methods actually used in the present curriculum. This will require an 
extensivelintensive study of what is actually happening in the classrooms. Information on the 
characteristics of students, teachers and school directors must be gathered and profiles 
constructed. The environment of the school must be studied, both inside and outside the 
classroom. These will vary in different parts of the country and must be accommodated in the 
design of manuals and in-service training modules. 

A study of the problems faced by teachers and school directors will be conducted. This will 
require classroom observation, discussion and focus group sessions with teachers and school 
directors. Any other means of gathering relevant information that proves useful should be 
employed. 

What should emerge from this initial step is a comprehensive description of the primary schools, 
the teachers and other staff, the problems they face and, from the focus group sessions, some 
suggestions as to how the instructional process can be improved. The results will not be one 
picture but a montage of pictures that reflects the fundamental variety found in the primary 
schools of Guinea. The design of the training programs must reflect this diversity and 
accommodate its needs. 



The In-service Training Group will then have to decide on the topic for the first traininy module. 
In-se;vice training will be provided to school directors and inspectors as lvell as teachers. 
Therefore, although the school directors should participate in programs for teachers, there will 
be a need for the development of in-service training programs especially for school directors and 
other supervisory personnel. The most important criteria in selecting the focus for the first module 
should be lvhat the teachers and school directors involved in the field study and focus yroups 
consider to be their greatest problems. As the Instructional hlaterials Advisor also ~vill be 
participating in this study, the contents of the manuals will be consistent with this chcice. 

Determining the exact nature and methodology to be used in the in-service modules will, to a 
large estent, be determined by the findings of the study into the conditions found in the school 
room. The modules are to be desizned so they can be used as self-contained instructional units 
by school directors, Conseillers Pedogogiques, or other personnel, possibly from the CFPs, who 
will be the facilitator for groups of not more that 25 teachers. The modules initially will be 
designed at INRAP under the guidance of the In-service Training Advisor. Exact procedures can 
not be determined at this point but it is considered essential that teachers, school directors and 
parents be assembled to participate in the design of the modules. If they do not participate in the 
actual design, they should critique them before they are tested in the field. A group that is typical 
of those who will participate in the in-seivice program, both as facilitator and trainees, must 
realit:;-test the modules. 

To bz self-contained and able to be used by peer facilitators, the modules will contain not only 
the substance but the methods to be used in the facilitation process. The module will contain 
printed material and well-illustrated tests. using either printed photographic reproductions, photo 
novellas or line drawings. The use of audio cassettes wi l l  be considered by the design team. 

The modules must then be tested in field conditions. In this prrxess the methods of their use and 
the training necessary for peer facilitators to be successful in their use will be determined. After 
field testing the modules will be revised according to what was learned during the test. 

The implementation of the training program will use a pyramid approach. Two teams of trainers 
of trainers will be formed with the assistance of the In-service Training Advisor. These two teams 
will train groups of facilitators at the Prefectural or Sous-Prefectural level. The final step is when 
the facilitator takes the modules and holds training sessions in their schools or for teachers from 
a cluster of schools. If the approximately 9,000 teachers were evenly distributed throughout the 
33 prefectures and 5 districts of Conakry, there would be 238 teachers in each. If the in-service 
groups were all composed of 25 teachers, there would be a need to train about ten facilitators in 
each prefecture or district of Conakry. The average will not hold true and in some prefectures 
more than one class of 25 facilitators will have to be trained. The probability is, however, that 
with two teams of trainers of facilitator, each holding one session a week, the country could be 
covered in six months. This is especially true because at the outset, training would be given to 
first and second grade teachers only and to schoo'l directors. The modules for the upper grades 
would not be ready until the following year. The need for replacement facilitators and periodic 
upgrading must be added, but the task is very feasible. 

The use of video programs with field-based teacher groups will not be feasible for some time. 
However, with the use of a small generator, video programs might be practical tools for the 



training of facilitators at the prefectural level. The feasibility of video modules would also be 
tested. 

The In-service Technical Assistance Advisor will work with other team members to develop a 
student assessment program that will enable the hIEPU-FP to test the impact of the in-service 
program and the modules on student achievement. The purpose of this program is not to establish 
national norms but to be able to ascertain the differential impact of the program at the point 
where it is most important. its impact on student learning and student behwior. 

It is likely that the assessment program will not be implemented in time to establish a "pure" 
baseline level. The in-senice programs will be implemented at about the same time as the 
assessment program is being developed. However, the in-service program will not be 
implemented at the same time in all localities and the assessment prosram will concentrate on 
fourth and sixth grade leavers, while in-service traininy will start with first and second grade 
teachers. Before and after training measures of student achievement cd be possible, or at least 
progress can be measured. 

A program to assess the impact of the materials and the tr2:ging or, teacher behavior, school 
director, and other teacher support personnel performance will also be developed. This will be 
a joint effort of the In-service Training Advisor, the Instructional hlaterials Advisor and the 
advisors at SSP. 



D. RESOURCE REQblREMENTS 

Resources needed to implement the In-service Training activities are: 

In-service Training Advisor 

Short-Term Technical Assistance 

Long-Term Training (U.S.) 1 h.IA Degree 

In-country Training 

Vehicles (2) @ $37,500 

Commodities and Misc. Equipment 

Local Costs-- Field Work 

E. SYNERGY 

The most obvious synergistic aspect of this activity is between the in-service training element and 
the instructional materials element. Although described in separate sections, they must be 
implemented together and the synergistic effects are obvious. Synergism also results from the 
close working relationship and sharing of information between the Quality element and the 
Efficiency element in its work with the SSP and the D A M .  The results of the field work of the 
in-service training element in collecting information at the school level will support the statistical 
data base development efforts of the SST and the DAAF. The in-service element will in turn rely 
on the data routinely collected by SSP and D A M  as a reality check. In the context of the FQEL 
Project, the Quality element provides one of the two means the project has of having a direct 
effect on the quality of education services provided in the classroom. In so doing it provides a 
direct, visible and immediate means of illustrating the effects of one of the most important FQL 
of the Indicators. 



F. ACTIVITY T I M E L M  

Teacher Support hlaterials Development 



In-senice Training Program Development 



2.222 Instructional Materials 

The overall objective is to assist the MEPU-FP to develop more appropriate instructional 
materials. Constraints, opportunities and rationale for this assistance are contain,ed in Annex D. 

B. APPROACH 

The basic strategy is to piace a long-term technical assistant lvith espertise in curriculum 
materials development within the Institut National de Recherche et d'.4ction Pedagogique 
(Iw4R4P). This individual would be supported by short-term technical assistance when needed. 
The role of the technical assistant would be two-fold: tc foster institutional stren~thening and to 
provide expertise and training. Long-term consistent presence within the INRAP and the MEPU- 
FP should be effective in promoting proposed changes, fostering cmtinued commitment and 
involvement in change efforts, and providing support for sustainable changes. Proposed level of 
effort is a minimum of five years. 

A counterpart will be identified within the INRAP. The counterpart could be the Directeur 
Adjoint but it would be advisable to name a counterpart who can be directly involved in all 
stages of the materials development project on a full-time basis. 

The materials development process must support decentralization. The school is the locus of 
change. The greater the involvement of schools in decision-making, the more likely 
improvements in educational quality will be sustainable. 

Materials development is an iterative process, not an end product, and requires constant 
assessment, evaluation and revision. Teachers' guides and supporting instructional materials are 
designed as springboards for school-based improvement. This means they should be flexible and 
adaptabie enough for local and teacher var~ation and modification. They should, however, be 
grounded in a solid understanding of the skilis, attitudes and current practices of Guinean 
teachers. Teacher training and instructional materials development are two facets of the same 
effort to improve the quality of learning. 

C. PROCESS 

Before actual revisions to instructional materials can begin, a number of preliminary steps must 
be taken. 

1 .  Building institutional support for materials development at the policy level of the MEPU- 
FP. This is both a marketing effort and an educational effort: identification of problems with 
the current curriculum materials and their ro!ationship with quality and efficiency and 
acquiring clear commitment to the reform process This would be achieved first through 
individual contacts and interviews followed by a natior.4 workshop led by the INRAP and 
assisted by the TA and possibly one or two short-term consult;~nt/professional facilitators. 
Participants will include key decision-makers at the MEPU-FP and other educational 
stakeholders from business, NGOs, ministries, APEAE, religious leaders, etc. 



2. Organizational/manag~.ment development at the INRAP. Organizational development 
activities, e.g. team building, improvement of manayement skills, information flow, 
development of clear job descriptions, etc. will begin immediately with short-term assistance 
from an organizational/manayement consultant. A case study approach using the instructional 
materials revision pro-ject as the case study would be undertaken. A strategy for instructional 
materials revisions and instructional materials production policy will be elaborated. Training 
needs, equipment needs, and inf~rmation/documentation needs will be assessed. Specific needs 
will likely include computer trainindequipment. 

3 .  Training. Training is be on-going and carried out in-house by Technical Assistants, local 
esperts (incioding teachers, principals, and local prefectoral level administrators and advisors). 
a. : short-term consultants. Specific expertise will be determined by the training needs 
assessment and will include expertise on child development, leamindteaching strategies, 
teacher training, gender issues, primary education, etc. Study tours to school systems with 
similar issues, e.g. Benin, Mali, Philippines, Thailand, and possibly the United States, would 
be an integral part of training. Participants would include teachers and principals. 

4. Creating an Instruction Advisory Board. The Board will play the role of sounding board, 
mentor, and counselor. The small 10 - 12 person voluntary membership would include 
representatives from the business community, NGOs, ENIs, religious leadership, parents and 
teachers. 

5 .  Developing a clear strategy and approach to instructional materials development and 
diffusion. A major early responsibility of the technical assistant would be to assist the INRAP 
in the detaiied definition of an approach, a strategy, plan of action, identification of resources 
to move fonvard with materials development. A detailed work plan for the INRAP would be 
a major output. This would occur in tandem with the oryanization development consultant 
presence. 

6. Definitionlreorientation of teachirip objectives. This requires a multi-pronged approach that 
would include inputs from a wide range of educational stakeholders in the early stages. Focus 
group leadership teams would be created to carry out field consultation/participatory meetings 
with communities and school personnel and with key educational stakeholders. The purpose 
of the focus group leadership teams is to collect da;a and information on appropriate 
pedagogical objectives. These groups would be organized by geographical regioi~ and be 
composed of the INRAP staff, master teachers, conseillers pedagogiques, school administrators. 
The ultimate output would be a detailed matrix of instructional objectives. 

On-going training workshops on instructional objectives, and child-centered instruction would be 
held in tandem with the work with the assistance of short-term expertise on primary education, 
gender stereotyping, and child devel~pment. A participatory process of action research will most 
likely fwilitate the development of appropriate instructional materials. 

In the core activities of design/production of instructional materials. first priority is the production 
of teachers' guides. Scope and sequence of the entire primary cycle needs to be determined. 
Teachers' guides will contain detailed pedagogical objectives and instructional strategies. Format 
will be designed to provide easy reference and use by teachers. Instructional strateyies will be 



designed along with in-service teacher training. Periodic and on-going in-house training on 
materials design and production, criteria, guidelines, etc. provided by TA and short-term 
consuitants as needs are identified. 

Writing of teachers' guides will be carried out by multi-disciplinary teams which include 
practicing teachers. Field testir~g and try-outs of sections or modules will be carried out regularly 
and as soon as possible along with in-service teacher training. 

Production work will begin with the Curriculum/Teachers' Guide for Grade One. Once the Grade 
- One guide is undenvay, work will begin on Grade T~c.0. 

y Ideally. design and production of student texthrochures ("fascicules") would occur in tandem with 
the production of the teachers' guides, given sufficient human resources. Consideration should 
be given to revising the current INRAP student texts. This could provide cost benefits and could 
serve as a training project for future materials development. Production of materials should also 
take advantage of existing projects and materials: Education en matiere de population, Education 

- environnemental, Enfant pour enfant, Education manuel et technique. UNICEF project to remove 
gender stereotyping from textbooks, Enseignement a distance, etc. 

D. RESOURCE REQUIREWENTS 

Training resources: much training will be carried out by Technical Assistants and local resources. 
Short-term consultancies will be required at approximately four per year for three to six weeks. 
Study tours to third countries are highly recommended with regional study tours a first priority. 

Commodities: 
- Vehicles: focus group leadership teams will require four-wheel drive vehicles. 
- Computers and other equipment: an assessment of the INRAP current equipment stock needs 

to be carried out. Informal observations indicate that the INRAP is presently under-stocked 
and under-trained in computers. 

- Documentation: an assessment of both the organization and availability of documents, books, 
periodicals, etc. needs to be carried out before needs are determined. Informal observations 
indicate that there is little updated material available to the INRAP staff. 

Local costs: local costs incurred through 
- transport costs and per diems for national level workshops and field work. Focus groups 

leadership teams will most likely visit at least 10 - 15 sites outside of Conakry and a number 
of sites within the capital. 

- local training: per diem and transport costs. In-house training should be considered part of 
routine work assignment, however, some costs will be incurred for training materials and for 
meals. Formal in-house training will occur monthly, once every sixleight weeks. Provision 
for practicing teachers/school directors in transport and per diem (?). Reward structure must 
be carefully considered (on INRAP payroll?). 



E. SYNERGY 

The lMWP materials development technical assistant will be a member of the USAID FQEL 
team. The INRAPITA will work particularly closely with the Teacher Traininy Technical 
Assistant and coordinate all activities on materials development. The TTTA would begin 
assignment at the same time or shortly after the MDTA. 

The hfDTA will also work closely with the Community Development/Equity TA advising the 
Comite d'Equite to ensure that the student text/brochures avoid gender stereotyping and provide 
a positive picture of the abilities and opportunities of girl students. 

Coordination with other units within the MEPU-FP will be part of the challenge of INRAP and 
the TA as work moves along. Particular attention will be paid to working closely, informing, 
coordinating with the Direction Nationale de I7Education Elementaire, and the Inspectorat General 
as well as other sections of the bIEPU-FP. This is particularly critical with issues of teacher 
supervision, promotion, etc. 

Consideration should be given to the development of school partnerships among try-out schools 
or other schools identified as FQEL schools. Some support for this effort could be obtained 
throu1;h the propcsed World Bank supported Local Educational Development Fund. Maintaining 
netw ~ r k s  among educators, teachers, schools who are engaged in exemplary, innovative practices 
can assist in maintaining momentum and creating environments for change. 
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2.23 Equity of Access 

A. OBJECTIVE 

The objective of FQEL project activities specifically supporting equity is to develop iL1EPU-FP 
capacity to increase access to elementary education for children presently under-senred by 
Guinea's primary school system. At the most basic level, equity in elementary education means 
providing equal access to school for all children, vr'ian or rural, boys or girls. Once they are in 
school, it means making school a supportive environment for girls as well as boys, attacking 
gender stereotyping in teaching materials and teacher behavior and addressing the practical needs 
of rural as well as urban children 

B. APPROACH 

Three basic approaches will be used to reach the objectives of the Equity component of the FQEL 
project: 1)  activities carried out directly by the Comite' d'Equite' itself; 2) promotion of activities 
in other units of the MEPU-FP; and 3) through funding the activities of a PVO that will work 
at the community level. The equity component of the FQEL focuses on strengthening the ability 
of the C'omird d'Eqttiti within the MEPU-FP to plan and coordinate activities that increase access 
to schooling for girls and mral children: to authorize and manage a complex set of activities; to 
formulate medium- and long-term rolling plans that are both coherent and responsive to local 
needs; and to identify indicators that can be used to evaluate progress toward reaching equity 
goals. It will do this by providing on-the-job training in administration, planning, and evaluation 
to the members of the committee and by linking it with the services of a PVO with the capacity 
to engage in community development, participatory planning, implementation of pilot activities, 
and assessment of progress in equity . 

Increasing access and equity in schools means not only access to schooling itself but a greater 
degree of participation in the instructional process in the classroom. This latter concern will be 
addressed as an integral part of the activities of the Quality component. It must be monitored and 
educators sensitized to the issue where necessary. To increase access to school requires creating 
schools in new locations. MEPU-FP resources alone, in the near term, will not be able to supply 
the number of new schools needed to rectify present disparities. The MEPU-FP ability to supply 
teachers if schools come into existence is equally problematic. Community support, however, 
is a resource that not only contributes to establishing a school but can contribute substantially to 
its maintenance. Harnessing and building upon community demand requires planning iteratively 
and collaboratively with local stakeholders. It a!so means that planning will not always be done 
in strict accordance with absolute measures of inequity. Demand may spread from centers where 
successful activity is taking place and reach the most remote areas later. 



The Cumiti d'Equifi is a useful entry point because its members are drawn from key branches 
of the MEPU-FP's services - the Secretary General; the mrRAP, which has responsibility for 
develcping didactic materials; the elementary and secondary education services; and the SSP 
school mapping division, which regulates school implantation and expansion. Providing its 
individual members and their department heads with training and guidance in addressing gender 
issues in their day-to-day work will strengthen the educational system's ability to remove gender 
barriers to girls' education. 

In addition, FQEL activities in the areas of teacher training. materials development, improvement 
of information systems, and monitoring of project activities take relevant equity and gender issues 
into consideration. They will also contribute to improving gender equity within schools and 
assessing progress toward equity nationwide. 

C. PROCESS 

FQEL interventions that focus specifically on equity will be of three types: 

provision of training through the FQEL primary contractor s technical assistants or through 
short-term technical assistance to strengthen MEPU-FP capacity to assess equity issues and to 
undertake initiatives to improve equity; and 

the services of a PVO, linked to the Cornit& d9Equiti, capable of establishing liaison with 
stakeholders and other contributors to community development, initiating and implementing 
equity pilot projects, and providing on-going guidance and technical assistance to the Chmifi 
d 'k$uit&. 

aciivities carried out directly by the Comite' d'Equite' or organizations it funds. 
Training: The FQEL primary contractor's technical assistants in organizational development and 
in training will be responsible for providing on-the-job training in needs assessment, gender 
issues, organizational development and management to Contiti d'Eq~tif i  members. They may 
provide training either directly, through short-term TA. or in collaboration with the PVO 
providing other equity services, depending on the assessment of training needs and resources. 
In some instances, training will be followed up with a short seminar for committee members' 
department heads and service directors to make them aware of equity issues, possible courses of 
action, and the resources available, so that they support equity activities within their part of the 
ministry. 

PVO activity: To improve the MEPU-FP capacity to respond to local demand and to form 
liaisons with community leaders and development partners, USAID will enter into a cooperative 
agreement, or, alternatively, the pro-ject implementing organization will sub-contract, with an 
appropriate PVO to provide: 

*a community development expert with experience in gender and equity issues to be an advisor 
to the Chtuiti cl'&triili. who will provide yuidance and advice for needs assessment, participatory 
and iterative planniny, community development and collaboration with development partners; 



*short-term training, as needed, for committee members, for example, in methods of collaborative 
and participatory planning. project supervision and evaluation or; 

-assistance in creating linkages with national NGOs; district, prefectural and subprefectural 
offices; local community leadership; and APEMs to adaress constraints to enrolling and retaining 
children in school; 

*assistance in creating and informing key constituencies within MEPU-FP thai will support equity 
initiatives: 

*assistance in coordination with alternative forms of education, such as the Centres NAFA and 
literacy classes within WPU-FP or forms of project-related or NGO training outside it, that 
reinforce or supplement the elementary education (partial or complete) of rural children and girls; 

*the means for designing and implementing pilot projects to address equity and gender needs; and 

-mai:.sgenlent of a small-grants fund that can be used to leverage local incentives, such as, for 
instance, maintaininp, and supervising community schools or rural credit for school support 
actwity. 

The PVO will be responsible for providing quarterly reports of its activities to USAID to feed 
into the PIRs and 1 PIS. Since some of the barriers to equity lie outside the school system the 
PVO will need to collaborate with outside organizations that can complement or supplement its 
efforts. Planning, in these conditions, involves designing activities collaboratively, planning 
iteratively in respopse to the different or evolving situations of particular communities, and 
regularly monitoring project activities in order to identify constraints and successes. 

The PVO equity project office will be located in Conakry so that staff can: consult on a regular 
basis with a counterpart in the ComitC ci'liqiritk; maintain liaison with the FQEL primary 
contractor; establish and maintain liaison with Guinean NGOs; and conduct needs assessments 
and project activities in the interior of Guinea. 



D. RESOURCES 

Resource needs for the equity component of the FQEL project include: 

- 
Long-Term T.4 - 60 Ph4 T 

I 

E. SYNERGY 

1) Short-Term T.4 - 40 PIM I 
In-country Training Espense 

Commodities/blisc. Equipment 

Local CostField Work 

Vehicles 

PVO Cooperative Agreement 

TOTAL $5988.00 - - 

The equity component of FQEL must inform important parts of the quality component, if the 
school environment is to become more hospitable :o girls and better adapted to rural realities. 
It must also rely on the outputs of the EMlS systems for important measures of progress in 
equity, which means i t  must contribute to the formulation of those measures. 

Under the quality component, in-service teacher training needs to include building awareness of 
gender inequities in treatment of girl pupils. especially, so that teachers do not raise barriers to 
girls' achievement and retention. The development of supplementary student brochures and 
teaching guides within INRAP needs to build upon current activity there aimed at eliminating 
gender stereotyping in texts and teaching materials. 

The efficiency component, by strengthenins hlEPU-FP capacity to analyze its data base, will 
improve assessment of progress of equity ccmsiderably. There are several baselines from which 
to measure changes in access to schooling leading to increases in equity, but each needs to be 
refined. Cirrte schokrire data can be used, for instance, to identify areas where children live 
beyond walking distance from schools, but at present it exists in unanalyzed form. MEPU-FP 
annual statistics gathered by SSP are already desegregated for gender and urbanlrural residence 
(though the measure for discriminating rural from urban is open to question). The rate of girls' 
enrollment and percentage of female students in  the schools can be tracked through MEPU-FP 
statistics, as can enrollment and percentage of rural students. Enrollment does not suffict, 
however, as an indicator of equity. Increased retention and reduced repetition rates of children 
through the elementary cycle are further i~dicators of the adequacy of schooling to meet their 



needs. Better analysis of the data gathered by SSP is essential for tracking progress and evolving 
needs in equity 

Finally, over the long term, improved capacity in thz FEPU-FP to respond to community 
stakeholder representatives in planning development activ'hes will also contribute to improving 
decentralized planning capacity. Collaborative activities will also strengthen vil l : igs '  capacity to 
plan and implement their own development activities and to deal effectively with government and 
donor agencies. 

F. ACTIVITY TIhiLELlNE 



G. TIME-PHASF?? PJDICATOR MATRIX -- ACTIV1 I IESA'ROGRESS LEVEL 

Component 3:  EQUITY 

NHORT-TERhI 
1-2 YEARS) 

IEDIUhl-Term 
!-A YEARS) 

INDICATORS 

Needs assessment "k gender issues tmining delivered 
OD/hianagement mining delivered (E.Committce) 
Planning ~'k pn>jcct design training delivered 
Participatory rural appnis;~l training Jelivered 
Appraiwls undertaken 

DPE coordination meetings wINGOs, community 
leaden. "2 APEAEs 

Lidisons wls~akeholder groups esbblished 
PVO meetings wlvillage reps conducted 

8 Pani5patix-y planning exercise commissioned 
lndcctaken 

Revised strategic plan for addressing equity 
Protocols esl;lbVd for screening snlall grants applics 

.Pilot programs designed and begun 

rn Pilot projects monitored and cvaluatcd (potential 
cch. asrist.) 

b PVO training ofvi1l;lgc rcps 

PVO receives funding applications from village rcps 
Revised strategic plan for addressing cquity issues 

leveli?ped 
Follow on activities to implement rcsults of iterative 

~lanning developed 
8 Community initiatives to support girls'lrural 
:hildrenas schooling begun 

Rcviscd strategic plan for addressing equity issues 
lcvcloped 

40 pcrs.1hrs--Yr. I 
30 pers.;hrs-- 

Yr. 1 
30 pcrslhrs- Yr. 1 
80 pcrslhrs wlJ  teams--Yr. I 
5-10 appraisals 

. 5-10 groups 

ycar I 
ycar 2 

8 year 2 

rn 1-3 programs 

20 persihrsiyear 

4 applications. yr 2; 8 appl 
ir 3 

yearly 

ongoing 

2-4 initiatives (yr 3 "k 
ncrcmcntal increases 
hercaIkr) 

ongoing 

8 'Tr~ining plans. 
Qnly rupons 
Training evals. Qnly rpts 
Qnly rpts, training evals 
Rural appraisal t a m  documcnts 
Correspondcncc, site visits, meeting minutes 
Site visits, minutcs 

S 4 o n  plans, cvals. 

b protocols, correspondence 
8 Pilot concept papers, corrcspondencc 

h l k E  documents 

Training plans, correspondence 

PVO reports, applications 
planning docs, str plan 
Activities plans, planning docs. 
Community agreements, corrcspondencc, site 

visits 

Strat. plan, planning documcnts 



2.3 Other Donors 

The total external funding for education is difticult to quantify and most is yet to be definitively 
committed. The latest estimate by the IBRD is that it will total about $90 million U.S. equivalent 
between now and the end of the century. A five year IBRD Sector Investment Project is 
presently in preparation that has a proposed level of $48.4 million U.S. equivalent. Cooperation 
Francaise is proposing a two-year program that is comprised of 25 "cooperants" who are to be 
placed in line and staff positions and about $3.0 million U.S. in training and commodities that 
will be managed directly by CF. Funding levels of other donors are less clear but it is probable 
that the FED will provide approximately $15.6 million to fund 300 primary school classrooms. 
and the Japanese Government will build 75 classrooms a year, mostly in Prefectural center 
cities. The African Development Bank is to provide approximately $1 1.0 million U.S. to support 
classroom construction, textbook provision and girls' education initiatives. OPEC Fund and the 
Islamic Development Bank will provide undetermined amounts of assistance. 

Other organizations such as GTZ, UNICEF, UNESCO and various international NGOs provide 
limited amounts of assistance in specific areas of the education sector. Their activities, though 
small, are important to development of the sector because they are able to be innovative and to 
test new and different approaches. These activities should be monitored by the FQEL project 
team to capitalize on their experience. 

The two donors whose activities will impact the most on the FQEL project are hose of the 
IBRD and the French. A program formally was proposed by the FAC while the PP design team 
was in country. It intends to work in some of the same units of the MEPU-FP in which the 
FQEL will work. However, the proposal is very general and at this writing it is unclear exactly 
what IS proposed, in what areas the MEPU-FP will ultimately ask them for assistance or what 
the emphasis will be in those areas. 

-FAC PROPOSAL 

There are three important factors to weigh when considering possible inteifaces between the 
FAC proposal for assistance and the FQEL: 

- The FAC assistance is not being given in the context of a "project" that has a structure, long 
term objective, nor a mechanism to provide support for activities to develop Guinean 
capabilities. Commodity procurement is to be administered by the CF and typically will be those 
required by the Cooperantes themselves. 

- The 25 Cooperantes will in all likelihood be placed in positions of a line or staff nature. They 
seldom fill the same kind of role that the technical assistants in an AID project does. They 
typically do a particular job in the Ministry and when their time is up the post is vacant, in more 
ways than one. The FQEL assistance will be focused not on "positions" but on functions. 
Assistance will be focused on "units" or "functions" to develop MEPU-FP capability more than 
on individuals. 



- It is a two-year project that starts almost immediately. It appears that some of the IPN 
Cooperantes have already arrived. The TA team for the FQEL project will arrive a year later. 
It will take six months for the TA team to become fully operational. At that time the FAC 
project will have only six months left to run. The FQEL TA team will be in-country for 4 112 
more years. 

- IBRD PROPOSAL 

The IBRD project focuses on the same objectives as the FQEL project but with a different mix 
of inputs. Quality is addressed by providing $8.5 million U.S. for textbooks and distribution. 
It is hoped that the Bank will have the tlexibility to use some of those funds to produce the 
materials being developed under the FQEL project. The largest element of $12.2 million U.S. 
is for construction and construction materials. $1.0 million U.S. is to be used to fund a small 
grants program to support innovative activities proposed by schools and teachers. This fund in 
particular can facilitate activities in the Quality area of the FQEL pro-ject. Another $1.9 million 
U.S. is set aside for student monitoring, sector planning and improved communications. 

The GOG is to provide $16.2 million U.S. equivalent in financing. Most of this is to be for 
recruiting new teachers. The IBRD financial analysts and the GOG believe that the recurring 
costs generated by this project can be met. If the salaries of the increased number of teachers 
assigned to the primary schools are included in the GOG contribution, this could well be true. 

The MEPU-FP intends to continue to re-assign administrative personnel. Some secondary 
teachers and administrative personnel can still be shifted to the primary schools. Retiring 
administrative personnel and senior teachers will be replaced with new primary school teachers. 
Because the salary of a retiree is high. two beginning teachers can be hired for every one that 
retires. 

About 1,000 functionaires in other parts of government retire or resign each year. The Ministry 
of Administrative Reform and Function Public will assign the funds released by these retirees 
to the three "high priority" areas of the government, namely health, education and the army. The 
MEPU-FP expects to realize a net gain in teachers from this reallocation of positions of about 
400 to 500 a year. Only estimates are available at this time. 

The MEPU-FP is saving recurring costs by not accepting new students into the ENls. This 
year's enrollment is two-thirds normal. Next year the total number of students will be only one- 
third normal. In 1996 the number taken in will be determined by the number the MEPU-FP 
expects to be able to hire three years hence. This has reduced the costs of training more teachers 
than can be hired. In the meantime, the Ministry will draw on the already graduated EN1 
students not yet hired. The MEPU-FP has realistic expectations of being able to s t~f f  the new 
classrooms being built. 

Increasingly, communities are taking over the maintenance of rural schools. The DPE in Pita, 
for example, relies on communities for virtually all school maintenance. This relieves pressure 
on non-salary expenditures. 



- OTHER DONORS 

Of unknown size, but more potentially adverse, is the impact on future GOG recurring costs of 
the EEC intention, according to the IBRD, to fund the first two years salaries of a group of 
beginning teachers. Two years hence. the GOG will have to pick up the teachers' salaries. 

The optimism of the donors concerning the GOG's ability to meet recurring costs 
rmtwithstanding. it is obviously a serious issue. The ability of the DAAF to predict with some 
accuracy the recurring cost implication of donor programs is urgently needed and will be one 
aspect of the capacity they will develop with the aid of the FQEL project. 

The following table of area of donor activity in t!x education sector is adapted from a recent 
IBRD document. 

Matrix of Major Donor Assistance in the Education Sector 

Arras of Intervention 

Planning 

SSP 

Training 

Tenhoo)cv~ lnstruct~onal 
S1.1tcrials 

Student Evaluation 

Pri\.ate Sihools 

Equ~ty 

RCseush 

Construct~on 

Communication 

Student Health 

Teachers' Salaries 

VET 

- --- 

The change in the responsibilities of the Comite' Pilotage from having responsibility for PASE 
to havins responsibility for all of the MEPU-FP is significant. It strengthens the coordinating role 
of the CP and is an expression of the MEPU-FP desire to be the "coordinator." USAID should 
look primarily to the Comite Pilotage for MEPU-FP to effect coordination. It should not make 
decisions as to areas the FQEL project should or should not be involved in primarily with the 
FAC, or with any other donor. PASE I was a relatively integrated multi-donor re-structuring 
project of which ESRP was structurally integrated, at least for coordination purposes. Donor 
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initiated coordination was appropriate under PASE I. The FQEL project supports PASE I1 but 
is not an integral part of it. 

2.4 Covenants and Conditions Precedent 

The Mission can use the pro-iect agreement to help ensure that the hEPU-FP will fully commit 
itself to the achievement of the goals and objectives of the FQEL. It should specifically state 
USAID expectations concerning pro-iect outcomes. The formulators of the PID have sugyested 
a jointly prepared mutually agreed to policy/objective matrix as one mechanism. A more specific 
list of outcomes than is usually included is another option. Either should be prepared at the time 
the ProAg is negotiated with the GOG. 

Even though this is not a Non-Project Assistance activity and there are no larse amounts of cash 
or commodity transfers involved, it is possible to include conditions preredent in the ProAg. The 
design team recommends that the Mission do so. The following CPs are recommended: 

1 .  FQLIS system formally adopted by the MEPU-FP as the planning framework to be used to 
allocate resources for the development of primary education in Guinea. An alternative that may 
be acceptable is an endorsement of an extensive/intensive test of the utility of the system in 
Guinea. If there is nc) formal sanctioning of the FQLIS system, the basic premise of the FQEL 
project rests on the personal commitment of the senior leadership of the MEPU-FP. That 
leadership could change suddenly to be replaced by leadership that has no commitment to FQLIS. 
The basic premise of the pro-ject is vulnerable without some formal adoption of the system, at 
least as an extended trial. 

2. The Arette's authorizing :he formation of and describing the responsibilities of the re- 
organized central ministry should be signed before the technical assistance team is allowed to 
arrive. The Efficiency Group could begin work if USAID has assurance that the defect structure 
in SSP and DAAF would not change once the arette's were signed. The Quality Group will have 
to work with the Service for Personnel Training, which will not exist until the new structure is 
in place and with the NRAP whose structure changes  significant:^. Therefore, the Quality Group 
should not arrive until this CP has been met. 

3.  The Plan for "Deconcentration" should be completed, approved and the arette's signed before 
work with the DPEs starts. New delegations of authority for the IRE and the DPE are being 
considered. Responsibilitie; forin-service training and supervision of teacher performance are to 
be consolidated, clarified, rationalized and decentralized. Until the "Deconcentre"' organization 
is in placc, or at least officially authorized, the authorities and responsibilities of people and 
organizations in  the field would not be known. The CP addresses the same issue the IBRD has 
identified as one of the two "risks" to the implementation of their project. 

4. In-service training responsibilities and relationships defined and a policy on "Formation 
Continue" adopted. This CP could be met in the context of 2. above. However, the "Text 
d' Application" may lack the specificity required, in which case a separate condition/covenant is 
needed. It would not be advisable to start field work on teacher upgrading until this CP is met. 
One could start the preliminary information gathering on present classroom practices, teacher 
profiles and student characteristics. 



5. The Mission should "buy-in" to the four conditions being considered by the IBRD. These are: 

- Percentage of National Budget allocation to primary education will rise to 42 percent by year 
2000. Verifying this will require a different budget structure by the MEPU-FP. The "Avant 
Budget" submission of the MEPU-FP to the Ministry of Finance for 1995 is not structured so as 
to allow a determination of the allocation of funds to primary education. The FQEL project can 
contribute to developing the system and the skills necessary to do this. 

- Five dollars per student was to be spent on supporting instruction in the classroom. .A system 
exists that can verify after the fact whether or not such expenditures have been made. Because 
of the uncertainty of flow of resources to the DPE level. planing such expenditures is impossible. 
Rectifying this problem will require major changes in the way finances are managed by the 
Treasury at the Prefectural level. 

- - Six hundred teachers a year are to be hired. This will not be difficult. Replacements can be 
counted. The two for one gain from retiring teachers can be counted. The CP should read that 
the teaching force will be increased by 600 each year. It can still be done. 

- Annual financial reports will continue to be prepared and presented to the donors at an annual 
review. The DAAF and the S A M  will need further assistance from the FQEL to prepare 
adequate reports for this review. 

Other policies that need to be formulated and decisions taken are legitimately part of the 
objectives of the poject and can be listed in the matrix of expectations. Their achievement is as 
much a responsibility of the project as CPs and covenants to the project. 

2.5 Incremental Planning Approach 

In proposing an incremental planning approach the pro-ject designers are recognizing that it is 
impossible to predict project progress, changes in project context, emerging problems and 
opportunities for the entire six or seven year life of the project. It is necessary to build into the 
design the means and the mandate to periodically examine progress and problems and to adjust 
project plans accordingly. 

A detailed project plan for the first two years and a more general plan for the later years of 
the pro-ject is presented in this paper. All bidders for the technical assistance contract should 
be required to prepare a similar plan covering the same period as part of their response to the 
Request For Proposals. A third detailed project plan, derived from the first two should be 
negotiated with the winning bidder for the TA contract and become part of the contract. The 
negotiations should take place in Guinea. 

Six months after the contractor arrives in Guinea this work plan should be re-examined and 
updated based on the experience of the contractor to that date and the results of initial 
assessments, baseline studies and other initial data gathering activities that the TA team and 
their counterparts will engage in early in the project. 



- Thereafter, the implementation plan should be examined once a year and its continued validity 
- confirmed or  the plan changed to adjust to the changes in the Guinean education sector. 

A status report and a proposal for any changes in the implementation plan should be prepared 
by the contractor. Any proposed changes in the contract as a result of changing requirements 
should be discussed. The reviews should/could be timed so the reports can provide input to 
the API report. The reviews should also include a tinancial review of the project as well as a 
review of funding requirements for the TA contract. 

Participation in the review should be broad. It should include all units at whatever level the 
project is active. Senior level REPU-FP officials such as the Secretaire Generale should 
participate, if not co-chair the review. It might be advisable to conduct the review in a 
"Retreat" atmosphere where undivided attention could be given to project issues over a two- 
or-three-day period. 

The requirement for an initial work plan after six months and the annual review and detailed 
work plan thereafter must be explicitly included in the requirements of the technical assistance 
contract. 

d 

The timing of the annual review must also coincide with the Monitoriny and Evaluation plan 
activities so that this information is available in its most recent form for consideration and to 
help guide the development of the project. 

Projects that do not adjust to changing conditions and requirements are bound to become, by - 

definition, irrelevant and are destined to fail. Projects that can ad.just are more likely to 
succeed. 

3.0 SUhIhWRY OF MONITORING AND EVALUATION PLAN 

3.1 Introduction: Challenges and Opportunities 

Monitoring and evaluation of the FQEL Project will not be a simple operation. ('1. :~~riued, 
intensive levels of effort will be required on the part of USAID project managers In order to 
ensure that the necessary quality, sequencing and timing of events are maintained. The 
project's conceptual. programmatic and geoyraphic expanse, in addition to the issues discussed 
in Annex E, will require that USAID accord high priority to M&E activities. Particular 
components of the plan, if employed in a spirit of inquiry, may permit USAID to render 
explicit aspects of knowledge and understanding which have to date remained implicit. 

3.2 Goals of the bl&E Plan 

The plan is designed to meet USAID's needs for information. It is designed to: 

track the progress, results and impact deriving from USAID's interventions, in the short, 
medium and long term 



provide USAID, in a timely manner, with information necessary for management 
judgments and decisions related to planning directing. controlling, organizing and 
motivating 

provide USAID, in a timely manner, with information necessary for meeting its own 
reporting requirements 

capture lessons learned and "success stories" 

contribute to the Mission's base of knowledge and understanding about the nature of 
educational change in Guinea. 

3.3 Approach and Critical Roles 

- The FQEL project follows a rolling design. Unlike more traditional projects whose time- 
phased, quantitative targets lead to clear project "completion," the FQEL project is based on 
an iterative process. The M&E plan will necessarily be dynamic and iterative in some 
respects. 

For these reasons the Chief of Party and the other members of the TA team will need to be 
- intensely involved in monitoring and evaluation activities. The COP will ensure that resources 

are available for TAs' and a short-term M&E Specialist's monitoring and evaluation activities. 
In the course of routine ongoing meetings with GOP representatives, the COP will discuss and 

- disseminate the findings. results and learning which the TAs will be documenting. The TAs 
will serve as critical observers, recorders and analysts of on-going progress, results and 
learning. A short-term Monitoring and Evaluation Specialist will provide ongoing support to 
monitoring and evaluation activities. 

3.4 Overview of Implementation Plan 

The table below, "M&E Plan: Principles, Mechanisms and Purposes," is a schematic overview. 
The table on the following page, "Timeline: ?.!&E Plan," shows the sequencing and 
periodicity of those components. MultipIe feedb~ck loops facilitate tracking, reporting and 
learning between the direct participanrs in the projects' three components, as well as with a 
broader base of stakeholders. Narrative is provided in Annex E. 



M&E PLAN: PRINCIPLE MECHANISMS AND PURPOSES 

-- 

WHAT 

Orientation 
meetings 

Needs 
Esessments 
Project reports 

Review 
meetings 

U&E 
Zonsultancies 

PIR 

4nnual Review 

Uid-term eval 

Final eval 

Audits 

WHY 

Develop shared understandiny of 
proj goals & design, & of 
central role of MgiE 
Baseline data 

Monitor progress, provide 
USAID wfinfo for judgments & 
decisions, for own 
reporting,identi fy emergent 
indicators & procedures for 
tracking progress 
Track progress, build monitoring 
system 

Assist stakeholders in developing 
data management & analysis 
schemes responsive to emergent 
needs 
Assessment of progress & 
results; planning 
Assess progress & results, 
examine M&E system & 
mechanisms, planning 

Document project status to date, 
assess congruence w/Mission 
portfolio, id. & disseminate 
relevant knowledge & 
understanding 
Assess progress, results, impacts; 
id. problems & remedial 
measures, successes, learnings 

Synthesis, info for judgments & 
decisions re future directions 

Financial/mgmt transparency 

HOW 

Review of project design docs, 
implementation plan & initial 
work plans 
Organizational analyses, job 
performance assessments, etc. 
Description & analysis of 
problems. successes, lessons 
learned 

Examine rexlts of interventions 
vis-i vis baseline data, organize 
Rt categorize data collected on 
ongoing basis 
Provide on-the-job and more 
structured training. 

Review of LT & ST TA reports, 
PVO reports 
Multi-format ("Conference, small 
& large working groups, open 
discussion, etc.): review past & 
planned activities; incorporate 
conclusions & findings into plans 

Review of project documents, 
internal Mission dialogue 

-. 
Participatory approach, multi- 
method (goals based, in-depth 
intervws, pilotkontrol groups, 
etc.) 
Goals based + more participatory 
process oriented methods 

Professional review 



TIMELINE: MBE PLAN 

WHO \\'HEN 

KEY: COP=Chief of Party: US:\IDG=US:\II) Guinea. \lX;E=llonitoring X; Evaluiition Specialist, PVO=Privatu/Yolunt~y Chganization - 

3.5 Vetting the Plan 

The Technical Secretariat, through the PASE National Coordinator, will be an appropriate 
vehicle for the solicitation of GOG reactions to the plan. Discussions with the Coordinator 
during the design phase have presumably served to clarify the parameters of the M&E plan. 
The Technical Secretariat will also have input into USAID's decisions for vetting the plan 
with other donors. Depending on how the role of the Cellule de Coordination d'Evaluations 
evolves (e.g., as a clearinghouse), that body might also be an appropriate vehicle for 
communicating with other donors. 



3.6 Resources needed to develop, put in place and carry out the FQEL hI&E plan 

MgLE Specialist, 30 perslmonths @ $25,00O/month IF- - 
Mid-term Evaluation, 4 persl6 weeks @I 
$25,00O/month 

I/ Final Evaluation, 4 persl6 weeks @, $25,00OImonth 

I! Audits, 2 audits @ $25,000 

(per diem local hire, training) 
TOTAL 

- -- 

4.0 FEASIBILITY AND RISK ANALYSIS 

Feasibility and risk is examined in this section through the presentation of analyses of the four 
aspects that will most affect the successful implementation of the FQEL Project; the social 
context, economic environment, institutional structures and the policy agenda which must be 
carried out. Key assumptions are organized by the factors or organizatiorl that control the 
degree of confidence they will prove valid. Finally, six key risks are presented and their 
management discussed. 

4.1 Analysis 

4.1 1 Social Analysis 

Two basic questions shape this social analysis: 

What is needed to achieve equitable access to schooling for all Guinean children, male and 
female, urban and rural; and 

What social resources within Guinea are available to support schools, and what is, or can 
be, the nature and extent of this support? 

Unequal access to education, and available support rest, in turn, on the underlying realities of 
rural/urban disparities coupled with: lack of infrastructure; poverty and the costs of schools 
and schooling; gender disparities in access; and ethnic differences from one socio-economic 
area to another. 

Disparities in Access: Guinea is primarily a rural, agricultural country endowed with ample 
rainfall and considerable mineral resources. Only 27 percent of the population lives in towns, 
17 percent in the capital itself. Poverty, especially in rural areas, limits parents' ability to 
send all their children to school. Indirect costs are also elevated, particularly in the case of 
girls. Children of school aye make an important contribution to a family's livelihood. Girls' 



economic importance to their family is one of hvo major factors contributing to their low 
enrollment rates, compared with boys--one girl for every hvo boys in school. The second 
factor is said to be concern over unwanted pregnancies and early marriage. 

Though there are regional disparities of access to school in Guinea, it is clear that a major 
equity fault-line lies between the rural and the urban population. Town classrooms hold sixty 
to a hundred or more pupils, despite double-shifting, while the dispersed rural population is 
not always able to support class sizes of 25,  even when multigrade classes are formed. Many 
rural children still live so far from the nearest school that getting there constitutes a serious 
hardship. Girls, too, are disadvantaged in terms of access to schocl and those who enroll are 
more likely to drop out than their brothers. .Although in Conakry girls constitute over 42 
percent of enrollments, in the rural areas only 26 percent of primary school children are girls, 
yielding a national percentage of about 32 percent. 

Constraints and Alternatives: Community demand and support for schools is strong and 
growing. Under current economic conditions the government of Guinea does not have the 
resources needed to provide access to school to all its school-age population. Establishing 
schools in remote areas is a necessary condition for promoting equity of access for rural 
children and girls. The binding constraint to this expansion is not community motivation to 
build and maintain a school nor the availability of qualified teachers but the government's 
financial ability to pay teacher salaries. 

Encouraging local communities and private groups to take the initiative in supplying scl~ools 
is one approach to relieving some budgetary constraints to expansion. In fact, in recent times 
rural communities have been organizing to build their own schools, sometimes with assistance 
from NGOs and APEAE's. Villages generally have the means to assemble materials for the 
walls and sometimes for the roof of the school as a first step. They cm also supply labor to 
build the school. Assistance is primarily needed to secure adequate windows and doors. 

Both international and Guinean NGOs also provide direct support to schools or indirect 
support through development activities. A sub-set of Guinean NGOs, composed of 
ressortisscr~~ts of a particular village play a d.;stinctive role in mobilizing their natal village to 
establish a rural school. Support for their activities could contribute directly to making 
schools more accessible in under-served and rural areas. APEPLEs come into existence only 
after a school is established and they play two major roles in supporting sc'hools: an 
administrative role in supervising attendance of both teachers and pupils; and a linking role, 
conveying school needs to the wider community and community concerns affecting the school 
to the school staff. 

If activities over the next five years bring improvement in access to the countryside, the next 
equity problem may prove to be the dramatic over-crowding of schools in towns. In towns 
private schools, which can now seek official authoiization, are multiplying. Encouraging 
private schools may provide an affordable supplement for addressing urban demand. Private 
schools undoubtedly offer a safety-valve for demand for higher quality education for children 



of the elite. By mobilizing the resources of parents who have the means to pay for their 
children's schooling they may relieve a little pressure cn the public budget. 

The issue of why girls and rural children are kept out of school has been the subject of at 
- 

lezst five studies in the last five years. I t  may be time to turn from the question of why girls 
do not enroll in greater numbers to the issue of what alternative kinds of education can be 
offered to young Guineans who have dropped out or have never gone to school. MEPU-FP 
offers literacy cl?sses in French or natimal languages, IIOW a relatively ;ow-key activity, 
through its St.n*ice ~Vcrtiotmle ci:.ll~)/~rrheti.scltio,l. In additim, alternative education centers, 
Ci.wv.s NAF.4, are currently being opened i~ a few communities ~vith UNICEF and Canadian 
support. They have not been in esistence long enough to evaluate their effectiveness. They 
offer a "second chance" for youths, particularly, to master the curriculum of the primary 
grades and move back into the formal school system to finish their schooling. 

rinally, in moving from problems to solutions, planners need to take Gcinea's ethnic diversity 
into account. Though the problems may be general, solutions may vary in response to local 
realities. Guinea is home to some hventy ethnic groups practicing a range of agricultural and 
agropastoral forms of production (qee Annex tbr details). Common characteristics include: 
villages as the typical settlement pdttern: hierarchically ordered society, including occupational 
castes and ranked clans; and patrilineal inheritance. But the daily and yearly rhythm of life 
and the occupations that await children, all of  which have an impact on schools, differ and 
call for flexible responses. 

4.12 Economic Analysis 

4.13 institutional A~ialysis 

4.131 Introduction 

Several studies, evaluations and drsign efforts have dealt with the topic of the 
insii:-~tional/management structure and capacity of the MEPU-FP. Recent GO(; planning and 
policy documents, issued, under consideration and in draft, detail the most recent stricture of 
the MEPU-FP. The policy formulaticn, decision makindplanning processes and identification 
of participants are discussed in several documents. The most relevant sections o i  these have 
been included in Annex F. 

The MEPU-FP took its present form as a Section of the idinistry of National Education 
under a Secretcry General in 1985. In 1989 it became on independent Ministry and has been 
under the leadership of the ~ 3 m e  Minister for the past five years. Early structural reform 
programs mandated the addition of the DAAi and the PASE program saw the introduction of 
the SSP and the Comite' Pilotage. 

A "functional audit" and an evaluation of the Ministry led to a series of recommendations 
thst resulted in the proposal of a modified structure of the Ministry. The basic structure has 
been approved and the "Projet De Reorganization", a draft document contains the Arrete's for 
each directorate and service of the new structure. The mete 's  contain; 

- general responsibiliti~s. 



- structure of the unit, identifies sub-units, 
- a staffing pattern, 

Yet to be developed for each unit are: 

- specific responsibilities and plans of action, 
- position descriptions and staff skill profiles, 
- targets, indicators and monitoring concepts, and. 
- relationships with other central units and the field. 

The present reorganization document is being reviewed by the Ministry for Reform and 
Function Public. According to MEPU-FP officials the present document is being changed. The 
changes hopefully eliminate redundancies, overlaps and will identify relationships behveen 
units. 

The new organization adds new units, adds responsibilities to some, removes 
responsibilities from others and changes the name of others without changing their 
responsibilities. The major changes are: 

- creation of a national training service with responsibility for all personnel training 
- creation of a service for private schools. 
- creation of a service for literacy programs. 
- formal incorporation of the Comite' Pilotage into the structure of the Minisr~y and 
expands its mandate to include all programs of the Ministry rather than just 2ASE. 
- the Institute Nationale De Pedogogique(1FN) losing much of its responsibility for 
training and gaining an emphasis on research (Its name was changed to Institute 
Nationale De La Recherche Et De L'Action Pedogogiques (I'NRAP).) 

- formalizin~ of the Secretariat Technique Du PASE and attaching it directly to the 
Minister. 

Some problems of definition of responsibilities and relationships remain. The document the 
MEPU-FP submitted to the Ministry for Administrative Reform proposes some solutions to 
these problems. How the Function Public will resolve them in the final text is an open 
question. 

I 'he Ministry is in a period of transition. The basic structure has been approved. The draft 
detailed reorganization plan was circulated and all officials interviewed seemed to be familiar 
with ~ t s  contents. Yet, transition to the new organization has been stalled in the sense that the 
"old" structure is still the only legal structure. For example, the PP design team was instructed 
by the MEPU-FP to make its contacts and czrry out discussions using the present "old" legal 
structure as a guide, and cautioned that areas of responsibility had not changed. The PP design 
team in some cases met with the officials who were responsible for specific areas in the old 
structure who would not necessarily be responsible for them under the new. 

The reorganization proposal submitted to the Function Public speaks only to the central 
ministry. Another, perhaps tnore important, document dealing with the "Deconcentration" of 
the MEPU-FP is in draft. It will articulate a new s t r~c t~ l re ,  set of responsibilities and 



expanded delegations of authorities for the IRE, DPE and DPSP is being prepared by the 
MEPU-FP. The draft of this document was not available for review or comment. 
Discussions indicated that it will attempt to rationalize an in-service training system by better 
defining responsibility for and the organization of all in-service training. In the current 
system, the responsibilities are diffuse, unclear, and overlapping. Six organizations at four 
different levels of the MEPU-FP have some responsibility for in-service training. 

Both the central and decentralized aspects of the reorganization of the MEPU-FP have been 
under considerationlin preparation for about three years. Any expectation of a quick enactmerit 

- of eir',er would be overly optimistic. However the principal drafter of the centrai 
reorgmzation document predicted approval before the end of July. On the other hand, 
informal sources suggested that nothing will go through the Ministry of Administrative 
Reform and Function Public until after the legislative elections. 

4.132 Decision-Making Process 

The initial decision making in the central ministry appears to be a top-down process. A 
group of about five senior officials, who seem to work closely and well together, seems to 
make up the core of the Minister's Cabinet. However, once a decision is made on a particular 
policy or course of action, a pattern of creating a cumity' has emerged. The comity's have 
fairly broad membership and involve 10 to 12 senior staff in planning and arranging for the 
implementation of policy. 

An esample is the Comite' de Qualite. Once it was decided quality considerations should 
be a focus of activities of the Ministry, a committee was formed to plan and take 
implementation actions. This is a rational system where experienced and capable staff are not 
in surplus. It ensures consultation, wide communications. involvement of a broad range of 
people who can contribute to the task, and through the committee, delegations can take place. 
It also allows significant attention to an activity without creating a permanent bureaucracy. 
Instead a form of "Ad Hoc-cracy" is created. When a task is finished, it can be disbanded 
easily, unlike a part of a bureaucracy. USAID has and continues to use the mechanism to 
good effect. 

Below the first layer in the Directorates and Services of the Ministry there seems to be 
little real involvement in decision making. Delegations are rare. The heads of the units are 
over-worked while the rest of the staff are under-employed. 

Consultation with the field is also weak. Field level officials complain of never being 
consulted, although there are annual meetings at the IRE level before the beginning of every 
school year. A small but illustrative example was given by one DPE concerning the lack of 
consultation by the shipment of chalk he had received. He said he is never asked whether he 
needs chalk or how much he needs, it just arrives or doesn't arrive as the case may be. It 
would be hard to judge whether the field staffs are effectively utilized as the level of 
resources available to them this year has been so low that little ca"n be done in any event. 



4.133 Policy Formulation 

Senior level MEPU-FP officials described the basic educational policies of Guinea as being 
derived from two conferences on education that had "national" participation. These two 
conferences were held in 1984 and in 1989. They were used as examples of the basic origin 
or starting point of the policy process. In the view of the leadership of the MEPU-FP the 
conferences characterized wide participation at the beginning of the policy formulation 
process. 

After the basic objectives of the system were agreed upon a policy declaration was 
prepared and circulated widely for comment. It then came back to the hlinister's Cabinet 
where it was discussed, reviewed again and, once approved. sent to the Minister for signature. 

Policies of a very basic nature must be s i ~ n e d  by the President. In general, the IlEPU-FP 
sees the analysis of the policy, the determination of the ramifications of implementation, as 
taking place in the various sections of the Ministry as the document is being circulated. 
When the SSP reviews the policy they are to determine whether and how to plan to 
implement it. The D A M  is to determine the financial ramifications. The Inspectorate 
determines the staffing implications, etc. When the document comes back to the Cabinet for a 
decision. they have the inputs, the "analysis," of the relevant actors to guide their decision. 
The policy document is then finalized and sent for signature. 

The ability of the Directorates and Ser~ices  of the hlinistry to carry out the analyses 
necessary is problematic. The heads of these organizations seem to carry the majority of the 
work load of their units while the staffs appear to be under-employed. The problem is 
circular. The Director hesitates to delegate because the staff lacks skills and experience, which 
they cannot develop until responsibilities are delegated and they have a chance to learn. A 
massive trainins task is needed and that need is recognized by Ministry personnel. At all 
levels, without exception, MEPU-FP staff want training, someone to show them new 
procedures, to teach them what they need to perform their jobs better. (Jobs are ill-defined.) 

The difference between the Comite' Pilotage(CP) and the Minister's Cabinet becomes 
evident at the decision point for policy. There is no difference between the MEPU-FP 
membership of the CP and the Minister's Cabinet. However, donors and other non-cabinet 
mzmbers can attend and participate in the policy discussions of the CP. The decisions, 
however, are taken by the Cabinet, where only MEPU-FP members are present. The CP is an 
expanded Cabinet which others can attend. The Cabinet is, in effect, an executive session of 
the CP. 

It is obvious that policy originates from sources other than highly participatory national 
conferences. It originates from international conferences, such as the Jomtien Education for 
All meetings. It originates from donor conditionality. It originates from dialogue between 
technical assistance personnel and the leadersllip of the Ministry and MEPU-FP participation 
at donor sponsored conferences. This is possibly the origin of the interest in the adoption of 
the FQLIS. Although it appears as if FQLIS is being carried fonvard as if it had the force of 
"policy" behind it, no policy declaration or other official document adopting the system seems 
to have been approved. 



- - The Secretary General is convinced that there must be inputs to the policy process from all 
levels of the population. As chairman of the Comite' de Quality, where FQLIS 
implementation actions are presently centered, he has initiated a process that will bring 
communities into the discussion of what should constitute a "Fundamental Quality School." 
He feels that these vielvs should determine what the characteristics of a school should be. 
Exactly how the views of the education establishment at the teacher, DPSP, DPE and IRE 
levels will be incorporated is unclear. The DPEs in particular complain about not being 

- 
consulted on decisions. A process that by-passes the DPEs would be uniikely to succeed. 

4.134 In~proving The Decision hIaking/Planning Process 

The decision makindplanning process could best be improved by ensuring that the 
decisions taken and plans made can be carried out. At the present time the MEPU-FP does not 
know what level of resources it will receive no; when it will receive them. Particularly at the 
DPE level, arguably the level at which plans have the most impact on schools, some decision 
makers and planners have ceased to take the process seriously. (Eight of the 33 DPEs were 
visited.) Plans D'Action are prepared. casted out and sent to the DAAF. However, there is no 
consultation concerning what goes into the Avant Budget sent to Finance. The DPEs have no 
idea what level of resources they will receive. In recent years the resource levels have been 
cut so much and arrived so late that when money is available from the Treasury, it must be 

- 

"programmed" to meet needs that by then have become urgent. There are not sufficient funds 
to implement the "plans". Often the DPEs can not get the full amount of the funds sent to the 
Prefectural Treasury for their use. There are long delays in release of funds to the DPE after 
it arrives at the Prefectural level. The full amounts of some al1ocatic.n~ are not released and in 
some cases, allocations are never released and at the end of the fiscal year disappear into the 
financial system. 

The central ministry also has chronic shortages of operating funds for some of the same 
reasons, although it is more apt to get funds once they are sent to the Treasury for release to 
the MEPU-FP. 

The decision makindplanning process could also be improved with broader participation 
by the staff of the Directorates and Services as well as the heads of the units. This will 
require a concerted training effort, a bizsic change in the way supervisors use their staff and 
the development of participatory practices that reach both vertically and horizontally. 
Emphasis in the training effort should be placed on OD training that will develop team 
approaches to analysis of policies, decision making and planning for implementation. When 
the "Deconcentration" structure is approved for implementation, special opportunities present 
themselves at the IRE and DPE level. The DPE appears to be the basic unit for managing the 
implementation of the primary education program. The size, composition and responsibilities 
of the DPE's staff make it an especially appropriate level to try to create a participatory team 
approach to planning and implementation. For this reason, the project proposes a TA person 
to work at this level of the educational establishment. 

The decision makindplanning process could be greatly improved if the information being 
collected were analyzed and ordered in more useful ways. This cannot be seen as a problem 
for either the supply side of the equation or the demand side. It is a problern for both. Upper 



levels of the Ministry complain because there is a "h!ass de Donnee," but little of what they 
consider information useful to understand the problems of the system or to analyze solutions. 
The hZ1S is not brought into the policy/decision process enough to understand what is needed 
and hence the system is "drowning in information ~vhile gasping for understanding." 

As an esample, the SSP ~vas  asked what it meant when they said the average class size 
was about 50 students. The question was not understood. When asked what the distribution 
of class sizes was. the question was understood but not why one would ask it. It  was 
explained that from our limited observation there ivere no clkses of 50. but classes of 90 to 
120 and classes of 25 to 30. One needs to know the distribution of class sizes to make 
resource allocation decisions on types of classrooms and instructional methods. The basic 
piece of infomiation needed is the distribution of class size. The SSP never considered this 
question nor, while the design team was in the country. could they come up with the anslver. 
The example is by way of illustrating the need for training in basic analytical skills. The 
leadership of the Ministry has never asked these questions. They also need training in basic 
analytical skills. Both the supply side of the MIS and the demand side needs attention. 

4.135 Constraints And Opportunities For Change 

The constraints and opportunities for change are often different sides of the same coin. The 
most important opportunity for change lies in the staff of the MEPU-FP. Senior level staff are 
open to new ideas. They are eager to try new innovative approaches and in doing so are at 
least implicitly willing to take the necessary risks. Staff at all levels want to improve their 
own capabilities and also think in terms of the capabilities of their units. They believe that not 
only are additional technical skills needed but also management skills. The leadership wants 
assistance with OD. They want the MEPU-FP to function in a more participatory manner. 

On the other hand, to say that the staff wants and needs training is to also to say that at the 
present time it has weaknesses. The recognition of the need for OD training indicates that the 
flow of work of the Ministry is from the top down with little real participation outside a small 
inner circle of senior officials. Team approaches to decision making and program 
implementation need to be developed. 

Motivation is high at the senior levels of the Ministry. and particularly among the group 
that went to the U.S. for training. At lower levels it appears to be low. This appeared to be 
particularly true at the working levels in the DPE offices. Motivation will improve if the new 
project can provide training, create a structure -.here the staff has work to do that they think 
is important and will make a difference, and if they get recognition for what they do. All 
levels of staff have do be brought into the system, to become "owners" of the process just as 
much as communities need to take ownership of their schools. 

The approval of the new reorganization at the central level and the level or' 
"Deconcentration" will provide an opportunity to address these concerr.;. The FQEL prqiect 
will provide the resources to develop capacity in the MEPU-FP so it can define a common set 
of objectives. It can then help the MEPU-FP develop modalities of operation that will forge 
the linkages between operating units to achieve these objectives. 



A136 Feasibility For  Broadening The Policy Dialogue 

The policy dialogue can and is in the process of being broadened. The MEPU-FP practice 
of cr2ating committees to address specific objectives is one way this is happening The 
committees for Quality, Equity, Pi!ozage, are examples of this. Care should be exercised to 
ensure that there is not a proliferation of committees all with the same members. However, 
the general notion of the committee mechanism to briny together the resources needed to 
address a particular concern is well accepted. Rather than creating a new committee, it 
appears that the Comite' de Qualite' is the group that will implement the FQLIS that is the 
basic thrust of the FQEL pr ject. 

The Comite' de Qualitz' will soon implement an effort to bring communities into the 
policy dialogue process. It is the judgement of the design team that if the group to implement 
the effort is trained well, it will work. Once putting the process into motion and enyaging 
communities, the MEPU-FP will have to be prepared to respond or communities will learn 
from the experience that their views didn't count as they had no impact their school. 

However, the difficulties of overcoming the culture of the bureaucracy where lack of 
delegation, top-down decision making and seemingly limited conf~,ience in subordinates is the 
norm, should not be under-estimated. 

4.14 Policy Analysis 

Success of the FQEL project depends upon the policy decisions taken by the MEPU-FP and 
their willingness to implement those policies. The ability of the MEPU-FP to implement the 
policy decisions is to a large extent dependent upor! the success of the FQEL project in 
developing the capability to do so. The policy decisions, if all are implemented, will change 
the very basic nature of primary education in Guinea. The reorganization will also change the 
structure of the MEPU-FP. Adoption of the FQLIS framework will change the basis upon 
which resource allocations are planned. The manner in which decisions of all kinds are taken 
will change. It will change the way students are viewed, treated and evaluated in the 
classroom and the nature of the relationship between the community and the school. If viewed 
over a six-year period, the changes will seem evolutionary in nature. Taken as a whole and 
viewed as a total package, the changes will be revolutionary. It should not be surprising, 
therefore, if the pace of policy change and implementation proceeds unevenly. 

The substance aside, the magnitude of the policy agenda is daunting. The matrix that follows 
lists fifteen policy actions. Some are related and interdependent. That is, if a particular policy 
is defined, adopted and implemented, another one or two will logically and relatively easily 
follow. Some are very difficult and ultimately may be beyond the control of the MEPU-FP, or 
even the GOG itself. 

Certain policy decisions will require considerable time on which to reach a consensus or 
obtain approval outside the MEPU-FP. On some there seems to be general agreement. Some 
are very controversial, involving interests outside the Guinean education sector. Another factor 
influencing the time frame within which certain of the policies can be brought to term is the 



capability of the MEPU-FP to manage and provide the technical back-stoppins required. Here 
again, the FQEL project will be instrumental in developing these capabilities. 

The constraint of financial resources is likely to be a limiting factor in the implementation of 
several of the policies. The level of overall resource availability to the national budget has to 
be, for the purposes of this project, considered to be an uncontrollable "assumption." The 
problem of making the funding allocations of the approved national budget available to the 
hEPU-FP is a problem that this project can have an impact on only through CPs and 
covenants. The problem of the DPEs not receiving all the funds sent to the Prefectural level 
for use to support the schools is an internal problem but one that can be fatal to the pro-ject. 
Unless it is solved, centrally reported levels of non-salary funds made available to primary 
education remain suspect, at best. 

The table that follows summarizes the policy actions necessary andlor foreseen in the first two 
years of the FQEL project. 
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The implications of the most crucial of the policy decisions in the above matrix are discussed 
in various sections of this paper, mostly in this chapter under the heading of "4.3 Risks and 
Risk .Anaiysisu and in Chapter 2.0 under the heading "2.4 Conditionality/Covenants". Though 
preserited in outline form and in a matrix. the information essential to understanding the 
implications of the individual elements of the policy agenda is included. The structure of the 
matrix from left to right represents an analysis of the policy that. when considered with 
discussions in other sections of the paper, presents a succinct understanding of the policy 
contest of the FQEL project. 

4.2 Assumptions 

The following ;Ire factors external to the project and over which the project personnel have 
little or no control. They are essential for the project to make its expected contribution to 
program or sector goals. They are conditions that must exist to forfend against restricting the  
project's ability to make progress in moving from output to purpose achievement or are 
necessary to realize planned outputs. The assumptions fall into three major groups: education 
policy concerns; factors outside the education sector controlled by the GOG; and 
socio/cultural factors. 

- One assumption is present at all levels of the project. That is, that the education budget will 
continue to grow as required by system expansion and needs for quality and equity 
improvement and that funds will be provided on a timely basis. It appears in the log frame 
only at the goal level but should be assumed to appear at all levels. At the output level it 
would be possible to substitute project funding for GOG funding. This should be done only to 
a limited degree, as a last resort, and then only for requirements that can be considered to be 
one time expenditures. 

- 

Most of the assumptions deal with factors that are concerns over which the MEPU-FP or its 
policy making bodies have control. They have been discussed elsewhere in this paper but are 
presented below so they mav be considered as a whole. 

- 

Goal level assumptions within the control of the MEPU-FP are: 

1.  That the MEPU-FP will maintain and continue to implement its current sectoral 
policies, and; 

2.  Within the policies, priority on primary education, gender equity and rural schools will 
continue. 

There is one such assumption at the purpose level: 

1 .  That the commitment within the MEPU-FP to shift resources to the rural areas 
continues. 



There are seven such assumptions that occur at the output level. Some are related or different 
aspects of the same concern. The assumptions are: 

1 .  MEPU-FP and GOG commitment continues to broaden stakeholder participation in 
decision making and systematic decentralization of decision making; 

2. MEPU-FP structure and delegation of authorities allows for decentralized use of 
information and decision-making, decentralized budzet development and financial contr::,; 

3.  hEPU-FP reorganization does not impede effective coordination of services to improve 
qua1 i ty; 

4. Textbook policy issues can be resoived; 

5. MEPIJ-FP remains committed to expanding multi-grade classes in rural areas; 

6. Textbook distribution policy does not subvert equity objectives; and 

7. Comite' d'Equitel continues to exist and to serve as the principal vehicle to promote 
equity. 

- 
Four of the assumptions are related to socioicultural factors. They are controlled I., .h .  irrs 

or attitudes that are imbedded in the social and cultural nature or fabric of the F . Y - ! ) ~ c  : %  

Guinea. They are: 

- 1.  Population growth does not increase more than 2.8 percent per year; 

2. Resistance to transparent procurement/inventory control can be overcome; - 
- 

3.  Interest in pursuing equity objectives is wider than the educbtion sector; and 

- 4. Cultural/social constraints to girls' and rural children's education participation can be 
overcome. 

.- 

The two remaining assumptions are: 
- 

I .  Donor pursuit of individual agendas will support GOG reform efforts; and 

2. Current teacher terms of service do not constrain teacher motivation. 

Though assumptions are external to a project, the FQEL project is in a position to influence 
the assurance of the 10 assumptions controlled by the MEPU-FP. They are presented in the 
policy matrix that is part of the Policy Analvsis. Their status, potential impact on the pro-ject 
and prognosis for favorable resolution are elements of the matrix. In sum, the assumptions are 
reasonable. The risk of them not holding true are not so great as to indicate the project is non- 
viable. If individual ass~rnptions prove erroneous, project inputs can be shifted to 
accommodate unfavorable conditions. They can also be directed to reversing them. 



Two of the four assumptions based on socio/cultural considerations are discussed in the Social 
Analysis. The analysis indicates that these too are reasonable assumptions giveil what is 
known of the social/cultural milieu of Guinea. 

Teachers' terms of service improved during PASE I. Features of the reorganization of the 
central Ministry and particularly of the decentralized structure will improve teachers' roles by - 

- giving them better supenrision, involving them more in decision making and providing :hem 
- with in-service training. It is reasonable to assume that the teachers' terms of service and their 

workiny conditions will improve and they will be better motivated. 

The assumption whose proynosis is the most pessimistic is tinat the education budget will 
continue to grow as required by system expansion and improvement. The percentage of the 
MEPU-FP approved budget that has actually been received has declined steadily for the last 
three years. Coordinated and concerted donor pressure will be required to reverse this trend. If 
the trend is not reversed, the achievzment of goals, purpose and outputs are all in jeopardy. 

- 

rl 
4.3 Risk Analysis 

- 1 

- Risks and assunlptions are often related. A risk that cannot be averted through project inputs - 
must be treated as an assumption. That is, it is assumed that regardless of the nature of the 

- - project outputs, the risk factor can happen anyway. I f  the project can control the event, the 
risk can be averted and it is not an assumption. The best risk aversion strategy is for the 
pro-ject design to include inputs or proposed actions that will ameliorate the effects of the risk 
to the extent that even if the worst happens, the project will be successful. Risk factors are not 
necessarily fatal even if they do materialize. 

I 

The following are the six greatest risks to the success of the FQEL project: 

1. The bridge activities being carried out or planned under the existing ESRP loose 
- momentum and there is a lacunae in support to the MEPU-FP between now and the arrival 

of the TA team. This would force the new project to start from worse than scratch. The 
MEPU-FP's expectations would not have been met. Interest in the FQLIS system planning 

- framework could have waned or  disappeared. The French could gain tight control and 
influence in those areas necessary for the success of the FQEL project. 

- 

It is within the management control of the USAlD to ameliorate and/or eliminate this risk. 
The July 1994 Pro-ject Paper Supplement to the ESRP was crafted with the FQEL project 
in mind. The yeneral outlines of the FQEL project were set at that time and the activities 

- proposed in the Project Paper Supplement are still the most logical bridge activities to the 
FQEL. It is not necessary to re-design the bridge activities. Further, re-designing the bridge 

- 

would postpone the implementation of any bridge activities, almost ensuring a larger gap in 
pro-ject activities. 

2. There is a leadership change in the MEPU-FP. As of this moment, the implementation 
activities started to allow the MEPU-FP to begin to apply the FQLIS system are being 
done on the basis of the personal commitment of the top leadership of the Ministry. We do 
not think there is any official document that gives legitimacy to the FQLIS concept within 



the Ministry nor any mandate to continue if a Minister with a different philosophical bent 
is appointed. Therefore, it is recommended elsewhere that official adoption of the FQLIS 
framework be made a CP. Even if officially adopted, it could be officially dropped by a 
new Minister. 

There is nothing one can to do to eliminate the risk of leadership changes in any 
government. However, the ramifications of changes in leadership on the FQEL project can 
be minimized by making the fomal adoption of the FQLIS the planni~ig framework for the 
MEPU-FP. 

3 .  Re-organization of the MEPU-FP stalls or takes so long that work, particularly in the 
quality area, cannot proceed in the time frame planned. The decentralization aspect of the 
re-organization plan is particularly important. It is necessary to sort out who will do what 
in the in-service training area. 

This risk can be addressed through a CP: a Covenant or through the agreement in the 
ProAg on a Policy/Objective matrix that becomes a part of the agreement. The CP can be 
stepped, in that work could start in some areas while waiung for approval and 
implementation of the new organization in others. 

4. The policy agenda is not be implemented and actions necessary to ensurelmaintain the 
necessary degree of vertical integration for project success are not taken. This is 
particularly important for the Quality improvement activities. Even with a successful 
reorganization of the central Ministry and implementation of "Deconcentration," the chain 
of committed MEPU-FP orsanizations necessary to successfully implement programs could 
be broken. This is true of the planninghudget implementation process at the DPE level and 
tke in-service training activities. Efforts to create the ability to prepare, and test Teacher's 
Manuals and auxiliary teacher and student materials would be jeopardized. Further, if 
resources are not available to carry out the necessary field work, the FQEL project would 
have difficulty in meeting its goals. 

The FQEL project can facilitate the implementation of the policy agenda. The risk is not so 
much that individual policies will not be formulated and decisions taken but that the 
agenda is so daunting that it will take longer to do so than anticipated in the project design. 

5. The economic situation in Guinea fails to improve or even worsens. Such an eventuality 
would jeopardize the effort to increase the number of teachers and the level of funding 
available for non-salary expenditures. The level of funding budgeted that is actually made 
available, now at about 50 percent, would fall further. Resources would be so low that the 
level and number of FQLIS that could be reasonably set as a target would be so low as to 
make the system incapable of guiding the country toward better primary education for a 
larger, more equitably distributed group of students, male/female and urban/rural. The 
present rate of growth in the GER indicates that the target of 53 percent will be met before 
2000. Meeting the target without adequate expenditures will in all likelihood result in a 
trade-off between access and quality. Classes will get larger, there will be more double 
shift schools, there will be more "contract" teachers hired and non-salary expenditures will 
drop further. 



The economic health of the country is obviously outside the control of the project and 
USALD. The allocation of the resources that are available is something that USAlD and 
other donors can influence. Concerted donor action in this area is required. The IBRD has 
included conditions to address the problem. USAlD should give them all possible support. 
Without GOG resources, the FQLIS can be implemented only to the extent t h t  local 
communities are willing and capable of supporting schools. 

6. LTSAID loses or fails to develop sufficient additional capacity to monitor the FQEL 
pro-ject or esercise effective quality control over the pro-ject inputs especially T.4 and 
training. 

USAID must provide adequate staff to manage and monitor the FQEL project. It  is 
understood that USAIDIW is giving the Mission high priority in its attempt to fill its 
USDH staffing needs. The Mission should consider creating a small wpport staff for the 
HRDO. Funding could come from the FQEL project itself. 

The risks are worth taking. Only two of the items are outside the direct influence or not 
controlled by the project or USAID. It will be necessary, however, to closely monitor these 
risk factors. If they begin to jeopardize the project in its present proposed form, re-design 
should be considered before abacdoning the effort. 



Risk Analysis and Manageable Actions 

Component 1.  Efficiency--Improving the policy formuls~i.;n/decision making and overall 
planninq process 2nd improving the mmagenient of resources. 

I I 

1. Improving i'111icy Formul;1ti11ni 1)ecaim-m;dhl :  and O\c r .~ l l  PI:~nninc 1 
I 1. Source o f  rcliahlc .md villid I'r~incd iomputcr people move to -crc;\ti. inccnt~vch tv rctxin h~gh ly  trained people or. 
infbrmation threatened. 1 pr iv~ tc  - wct~ i r  1 -contr;ict for s;inic s c n i i c s  Item private sector 

-develop ~ I L N X  iclntactc hctnwr.  policy m ; ~ h c n  ;uid SSP I>.\:\;'. 
-develop p . m  ot' EhlIS w ~ t h  rcIev.int decision ni.~hcrs 
-iniplcmcnt iter;ctivc policy dcsign Instrumelits - 
-devolve proicss:let .cgcnts wvrk \vith thosc structurss .- :re they xrc 
-cst;rlilish reporting system l i d  ing loi.llit~cs with CL.. 

-COP or Ed P1.1nnc.r contract with other sources 4 gh level h i n i n g  
-contract modcr3tc 1c.d in-service OD type nur..lgcnicnt tr:l:ning 

2. Demand fbr rclcv;mt ~.itbrmation 
Ibr polisy making not stiniulatcd hy 
policy,planning process. 

3. Puticipation in the decision 
m d i n g  process no; h rwd  enough. 

4. OD-hpe. high level training. 
vcrtical and horizuntal. will ro t  he 
;ivaild~lc during FUEL project or 
will he av;~il;~hlc intermittently or 
OD trainer is sprc.td too thm. 

. Funding not av;iilahlc. nithin 
\IEPU-FP for training 

rrmning not dcliwrcd 

I'olic~ w p p m  \tr:rt~!:Ics nvt in pl.~i< 
cv pearl! dcs~gncd. 

1,;ich ~~ l ' . i i c c s s  hy SIEPII-FP to 
FQEI. st.rhchaldcrs 

L .iA nl' dcIcg.c!~on of ;iuthorify and 
t ~ \ k s  will diminish ctYcctivcncss of 
hIEI'I '-FP :ind it\ cllbrtc to 
dccsntr.~l~rc ,ind \upply FQI.IS inputs 

-hi!i:d support for ;md design strategic pllln tbr trainit -; t h d  is p d  tiv hy 
GOG, 
-build in n*:cds ;~sscssnicnt skills in mmagcnicnt tr:liniiig 

111. 1morr)vc the  \l ;~nnecment of Hrwurcca hv: I 

I ( I  (i) o r  q u i t  t ; n : i g .  ( i )  I'monncl m.magctncnt pr;~cliccs will -revise training o r  repl;~cc TA 
lack of enough tr,ming. (iii) I;~ck ot' I not he t n ~ p ~ r v e d  I -develop hcttcr training progranls 

I trainer ;~ltogcthcr. (iv) Iaik ot' I I -contract tr:~ining with cstcrnal sources I 

I -.. ..- -- - ,. . . 
in pllut proiccts. 

deliver and moni to~ .nputb. :iv< tc . ~ p ,  ,y .in 1 niot~ltor 1 

i rcccptivity. 

I(h) Training ;tcconipli~hcc it\ 

-.--- - ." 

proceeding ;IS desired 

- 
Operational rr;inu.lls fiv I I x k  ol'timc. conipctink: priorities or I -sptcitL import;~ncc ot 'm:~nu;~ls ;LS a condition I;v rclc;~w 01' li~turc fund.;. 

Improved ir.ln;rgctncnt pr ;~i t i ics  

I dcccntr;rlizcd pcxrnncl  in suhst;?ncc ) I . ~ i h  ofcornrn~tmsnt to produce thsm 1-rcinfbrcc the mporinncc of th<sc manuals to hliPI.[-FI' lendership. I 

-rcvisc.strcngthc.n training hy d.vcloy'ng cv,ilu;ltioii prwcdursc t h ~ t  ~nlivni 
training design 

-redirect dom,~in ofnmrk to 1;.;uihlc ci~vcr;~~:c hy : ~ g c ~ t c .  1~s.unplc: instc.rd 01' 

-uw the m;~nuals and refer to the(-1 in puhli; meetings during cv;~lustii~ns 01' 
dcccntr;diz;~tic~n proccss. I 

systems. inherent or iniplisd. in the ch:u~gcs. ( h )  un\rillingncss to act .In 
rcorganization ctti~rt- not I them onse n l d :  o;lici.~I 

-include u.c inany pcop!c ;LS possible in the nignif tr:~inin!: dcslgn prtrccsc. I -dcsign;ctc nicmhcrs o f  thc. tiirget ;iudicncc to pl;iy hey rolss of rcspotisihility , 
I iniplemcntcd ;LS pl:~nncd. I I In the training and needs Lscssnlcnt actiwtics. I 



5.0 FINANCIAL PLAN 
[To be completed by USAlDiConakry] 

RESOCJRCE REQUIREhIENTS - FCLL PROJECT 

Pricing assumptions: 

Long-terv resident technical assistance cost = S250,OOOlyear 
(This average figure includes home office costs such as audited overhead rate. home 
office direct costs. fudge figure for fised fee as well as all support costs; post 
differential, COLA, schooling etc.) 

Short-term technical assistance = $25,00Olmonth 

U.S. long-term training = $75,00OhIi\ 

U. S. short-ierm training = S 15,00O/month 

Following Prices are in (,000) 

I. Chief of PartyISenior Policy Advisor - 60 PAVl 

11. Efficiency Component 

Long-term TA - I SO P&l 

Short-term TA - 90 PA1 

Short-term Training (U.:.) 90 P/M 

Long-term Training (U.S.) 5 MA Degrees $80WDegree 

Study taurs. workshops, conference 

Vehicles (4) @ $37.00.00 

Commodities/Misc Equipment 

1,ocal costs - field tests/studies/etc. 

TOTAL of 1 & 11 



Long-term TA 120 Ph4  

Short-term T,4 SO PA1 

' Long-term Training (U S ) 2 hl.4 Degrees SS0.0001 degee  

Incountry Training Expense 

Vehicles (4) @ $37,500 

Commodities/Misc Equipment 

Local costs - Field ~vork 

Total 
IV. Equity Component 

Long-term TA 60 PA1 

Total 

1 

~ 

GRAND TOTAL 

Short-term TA 40 P f i l  

Incountry Training Expense Vehicles ( I )  

Cornniodities/hlisc. Equipmect 

Local Costs - Field Work 

PVO Cooperative Agreement 

- -- - -  

6.0 PROJECT n/lANACEiCIENT PROCEDURES 

FQEL project management will at the minimum be a tripartite exercise. Dependins upon how 
and where the Mission chooses to use a U.S. PVO, i: might be a four-way relationship. At the 
minimum there will be the USAID Mission, the MEPU-FP and the contractor. 

The contract between USAlD and the technical assistance contractor should be a performance- 
based contract. As such, USAID will monitor the contractor's progress toward meeting 
outputs agreed upon at the time the contract is signed and as modified by agreement at the 
annual planning meetings. The framework for monitoring progess is summarized in Chapter 



3.0 and is presented in detail in the M&E Annex. USAID should place masiniunl 
responsibility on the contractor and should not participate in the management of the contract 
per se. It should be prepared to play, if necessary, an ombudsman role between the kEPU-FP 
and the contractor. 

The working relationship between the contractor and the hIEPU-FP is closer and more 
complex. Unlike USAID, the contractor has close dailv working contacts with the leadership 
and personnel of the MEPU-FP. Hoivever, though the Lvcrking relationships are close and 
daily contact is the norm, the plan of work and objectives are set on an annual basis during 
the annual reviews described in the hl&E section of :he PP. There should be no ambiguity 
between the MEPU-FP and the contractor as to what TA personnel are vorking toward and 
how contract resources are to be used. Subject of more frequent consultation will be how the 
TA personnel are going about their tasks on a day-to-day basis. 

The M&E plan elaborates the timing, participants and procedures for collaborative review of 
progress and preparation of detailed annual implenientation plans and budgets. It is at these 
scheduled review and planning exercises that allocation of resources for the coming year will 
be determined. Appropriate representation at these reviews will be determined by the parties 
involved. The Coordorlliateur National du PAS€ will be designated by the hfEPU-FP to be 
the liaison between USAID and the MEPU-FP for the FQEL project. He will be the GOG 
dzsigated representative for the management of the project and the COP'S primary 
counterpart. However, it is suggested that at the decision-takiilg meetings, as opposed to 
w o r k i ~ g  sessions, the Mission be represented by the Directvr or his Deputy, the Contractor by 
the COP, and the MEPU-FP by the Secretaire General who is the Chairman of the Comite' 
Pilotage. 

5.1 Role of the Technical Assistance Contractor 

T5e role of the technical assistance contractor is to implement the project. The pro-iect and the 
TA contract should be structured so as to minimize the management responsibilities of 
USAIDIConakry. A major responsibility of the USAID project manager is to ensure that the 
M&E plan is implemented according to Chapter 3.0 and the M.QE Annex. Evaluations and 
audits scheduled in the project plan and any otilers that may become necessary as the pro-ject 
develops will be a maior responsibility. The Mission shculd not become involved in project 
implementation. The :~ntractor should be held responsible for achieving the outputs of the 
project ana should not be micrr mnaged.  



The personnel requirements of the TA contract are extensive and varied. It is doubtful that 
one firm by itself could supply the range of skills called for or perfom all the back-stopping 
functions necessary. This should be specitically noted in the RFP. The RFP should suggest 
that bidders would probably have to involve one or more sub-contractors to meet the full 
requirements of the RFP. There are four major areas that may require the involvement of 
different institutions: instructional materials design, teacher training and training of trainers; 
OD, management training and human resources rrmagement; policy and strategic planning 
and management information systems; and a PVO organization esperienced in community 
organizstion and mobilization. The contractor should be required to procure all commodities. 
arranse for all training in the U.S. or third countries. using Hand Book 10 procedures. 

The contractor will be responsible for identifying short-term technical assistance and arranging 
for support for training activities when needed. This will require an extensive network of 
skilled short-term TA people upon which it can call. USAID should hold a "bidders" meeting 
in Conakry to which all interested bidders are invited. As part of the evaluation of bids a 
representative of the MEPU-FP and of USAID should travel to the home otfice of top bidders 
to evaluate their ability to backstop the project and to meet the prospective TA team 
members. 

6.1 1 Logistic Support for TA Team 

An issue to be determined by Mission policy is whether the contract team should be provided 
GSO sewices by the USAID executive office or whether team should arrange for its own 
housing, maintenance, and the like. Adding several people to the community that the USAID 
Executive office would have to support would add a considerable work load. However, the 
contract can be charged for the senices and the funds are retained in the Mission. Through 
economies of scale, better services might be able to be provided to all. 

The alternative is for the TA contract to put in place an alternative GSO system sufficient to 
arrange housing, utilities, maintenance, etc. in order to forfend against the TA team wasting 
their time taking care of routine logistic chores instead of carrying out their scope of work. 
The team is large enough so that many U.S. bidders would want to add an additional US hire 
position to manage these tasks. 

6.12 PVO Activity 

I t  is possible to include a requirement that the prime contractor arrange for and finance, with 
contract funds, a PVO organization to work with indigenous village organizations. The 
Mission might find it more desirable to enter into a "cooperative agreement" with a PVO 
directly. Further, the PVO misht insist on a direct relationship with USAID. The cooperative 
agreement rllode gives the hlission some control over the activities of the PVO that it  would 
not have if the award was through the "grant" mechanism. 

An unresolved issue is the proper MEPU-FP sponsor/counterpart for the PVO working at the 
village level. Because its work will focus on gender and other equity issues, one organization 
is the Comite d'cYquite'. However, this comniittee does not ha.m a mandate to implemei t 

activities, although it is presently doing so. It might be more propedy developed into an 



advocacy group. Thus the PVO might work under the DNEE if a nationwide perspective is 
possible. More practical would be to choose a Governate or possibly a Prefecture in which to 
concentrate. especially at the outset. In this case, in the new spirit of decentralization, the 
PVO could work directly with the decentralized unit chosen, an IRE or  a DPE. It is 
recommended that the PVO initially work at the decentralized level of the DPE. It should be 
tied to the DNEE at the national level and receive policy guidance from the Comite' 
d'Equite,' on which the Director of the DNEE sits. This issue can only be resolved later when 
the new re-organization is in place and role and responsibilities within the MEPU-FP have 
been better defined. At a later time, the activity could go nationwide. 

An effective procedure to follow would be to conduct a limited competition to select a PVO 
to prepare a Cooperative Agreement Proposal far submission to ['SAID. This is a relatively 
simple procedure where PVOs are asked to submit capability and experience statements. 
Based on a set of criteria, the Mission selects one to prepare a proposal for an activity to 
achieve specific results determined by the Mission. 'J,ilike the case where a PVO submits an 
unsolicited proposal, the Mission can work closely with the PVO to eqsure it gets what it  
needs and can manage the implementation process much as it would a contract. Some PVOs 
are not used to working this way and require "orientation." PVOs that require the capability 
to implement this portion of the project include World Education, World Vision, CARE, 
Africare and Save the Children Foundation. 

6.13 Team Organization 

The pro-ject is designed so the TA team can be organized into three groups, eac'l of which has 
a person responsible for its performance. (See Chapter 2.0 for a discussion of the staffing 
pattern.) The Chief of Party has overall responsibility, directly supervises the persons 
responsible for the Quality and Equity groups. The COP also has direct responsibility for the 
policylplanning group. The education quality graup should be headed by whichever of the two 
TA people is the most experienced and best trained. It doesn't make any difference whether 
this person is the education materials specialist or  the in-service teacher traininy specialist. 
The person responsible for gender equity activities can coordinate the efforts of the PVO 
working on community involvement activities. An alternative staffing plan would be to have 
the PVO COP serve as the Equity Advisor to the Comite' d'Equite. However, this is not 
recommended. The resources of the project for all areas must be closely coordinated and 
focused. Placing the PVO activities in the equity area outside the control of the prime 
contractor would jeopardize close coordination. The PVO must be an integral part of the 
overall team, not an activity by itself. 

6.14 Counterparts 

Initial counterpart determination should be a joint undertaking by the MEPU-FP, USAlD and 
the contractor. Two types of countcrpart relations are probable. One betvieen il!dividual 
members of the TA tean, and the iLEPU-FP and a second where the counterpart is an 
operating unit. Both are necessary. Following are appropriate counterparts for the members of 
the TA team: 



Chief of Partv = Management counterpart = National Coordinator of PASE, with access to 
the Sectary General (Free and open access should be allowed by the Mission in the areas of 
TA team responsibility.) 

Education Planner/AnalvstlrCIIS = SSP as an organization and the Head of the unit as an 
individual. 

Financial Analvst/Administration Specialist = DAAFISAAF as org 9.-izations and the head 
of DAAF as an individual. 

Training Advisor = Director of the Service for Training with the mandate to work with any 
unit needing assistance with training activities. 

Quality Group = INRAPIService pour Formation/CFCs/IREs and other units conducting 
training, materials development and education supervision. 

Ecluitly = Comite' d'Equite, DNEE, and decentralized units. 

6.15 U.S. Backstopping OfF.ce 

Home office responsibilities will be conside~able. They can be gi-utiped as follows: 

- Personnel management - recruitment, compensation, insurance, etc. 
- Logistic support - shipping personnel goods, vehicles, etc. 
- Purchase and shipping of project commodities 
- Identifying, contri!.cting and deploying field short-term TA and training resources 
- Financial manayment of project funds. (This will be a big contract.) 
- Liaison with the contract officer 
- Arranging training in US and third countries 

The above will require a home office staff of at least two full-time persons plus a part-time 
accountant. Often the workload will require additional resources. Home office staff will be 
required not only by the prime contractor but also by any sub-contractors that have significant 
involvement in the project. The cost for home office support will be considerable It will be 
reflected in the audited overhead rate and in reimbursable costs. There will undoubtedly also 
be a fised fee. 

6.2 Schedule of Administrative Events 

PROJECT IMPLEMENTATION SCHEDULE 
Administrative 

Schedule of events 

- Proiect paper Authorized. 
- RFP prepared, issued with caveat that ProAg not signed nor GOG CPs to initial 

disbursement of funds resolved. 



- ProAg prepared. Special attention to CPs and Covenants, including a matrix detailing 
expectations of outcomes, as per suggestion in PID. 

- ProAg signed. 
- Evaluation of responses to RFP and selection of contractor. Require visits to Guinea 

by contractor and proposed key staff. Provide for visit of key MEPU-FP person(s) to 
the U.S. to visit home offices/canipus of prime and key sub-contractors. 

- Negotiation and signing of contractor. Early visit of contractor, COP, if possible, and 
key prime and sub-contractor personnel to Guiner! to work on establishing team and 
review of initial work plans and ensure acceptance of working n~odalities. 

- Arrival of T.4 Team. 

Overall task of first six months is to become well grounded in the Education Sector in 
general, getting to knowing the actors, visiting the field (IREs/DPEs/DPFCs), team building 
within TA Team and behveen MEPU-FP and FQEL pro-ject staff, internalizing past studies, 
evaluations, etc., conducting the necessary needs assessments, gatherbiz base line data, 

- 
documenting personnel capabilities, and reviewing the project plan. 
First sis months activities of three working groups as per plans detailed in Chapter 3,  Section 
2.2. COP responsible for coordinating and ensuring synergv. 

At the end of the first sis months there should be an in-depth review of the past six months 
es~erience, findings, knowledge generated, and the original pro-ject design and the work plans 

- in existence at that point. The working methods, plan of work. targets and their indicators 
should be examined, confirmed still valid, or changed. MEPU-FP key personnel should be full 
participants in this process. 

At the end of the first year an in-depth annual review of pro-ject progress and problenls should 
be conducted. A detailed implementation plan for the next year would be a product of this 
review. 

A t  the end of the second year, the annual review described above should be preceded by an 
examination of the FQLlS to determine if this planning framework still has validity for 
Guinea. I f  .ie framework clearly has not !ived up to expectations, ,lie basic design of the 
FQEL project should be re-examined and basic corrections made. 

6.3 Evaluation Audit Schedule - See M&E Annex 

6.4 USAIDIConakry Rlanagement Responsibilities 

6.4 1 Project Management Indicators 

Following are criteria for the pro-ject manager to use to ascertain whether or not actions are 
being carried out that indicate the implementation p,.ocess is proceeding. The indicators affirm 
that the interventions are appropriate in that they result in activities that will lead to the 
desirable impact. In the course of implementation, if these activities are not happening. 
something may be amiss with the implementation process. Possible indicators are: 



- T A  Team access to counterparts 
- T A  resultiny in obvious anecdotal and unobtrusive indicators of changes in operating 

methods/procedures 
- Counterparts obviously engaged in the activities of the project 
- Appropriate trainees selected, trained or being prepared for training 

T.4 team participating in the policy process 
- Trainees remain in appropriate positions 
- PVO group active at the community level. confirmed by field visits 
- In general, TA persormel performing duties in SOWS 

If activities such as the above are not taking place the pro-ject manager should investigate 
more deeply into project activities to ensure that contractor personnel are engaged and having - 

- 
an impact. This is a type of early warning exercise that can identify potential problems before 
they show up in missed targets. 

- 



ANNEX A 

Fundamental Quality and Equity 

Levels Project: Logical Framework 



NARRATIVE 
SUMMARY 

PROJECT GOAL: 

An improved education system 
which equitably provides qualitV 
educational services to a larger 

% nf children 

PROJECT PURPOSE: 

To develop MEPU's capacity to 
deliver quality primary education 
services to meet i t s  national equity 
and access goals 

OUTPUTS: 

1. lmproved sectoral strategic 
planning and decision-making 

A. lmproved sectoral strategic 
- macagement 

FUNDAMENTAL QUALITY AND EQUITY LEVELS PROJECT: LOGICAL FRAMEWORK 

MEASURABLE INDICATORS 
(see Notes on Logframe.) 

COG allocation of 28% to 35% of national budget to 
education, and within that, 40% to the primary level, and 
within that, SSlunit non-salary expenditures by 2000 
primary GER of 53%; girls enrollment of 47%; 60% 
enrollment of first year age group 
Studenuteacher ratios of 33:40 (rural), 67:50 (urban) 
60% of all teachers having received in-service training over 
last 5 years 
Construction of 900 classrooms per year and continuous 

.enovation of extant facilities, including schools with 
multigrade classrooms through 2000 

0 10% ot all classrooms used as multigrade classrooms by 
year 2000 

iND OF PROJECT IMPACT (EOPI): 

B FQEL standards officially defined and authorized by MEPU-FP 
B FQEL plan and implementation strategy developed and 
luthorized 
B Initial FOEL targets met 

First grade admission rate increased lmalelfemale, 
~rbanlrural) 

OBJECTIVELY VERIFIABLE INDICATORS (OVI1: 

0 Regular assessment of progress in relation to goals 
0 Goals, policies and programs adjusted 
r Stakeholder feedback incorporated into decisions 
0 Analysis, assessmhlt, consultation, and decision-making 

procesces at DPE-level replicated 

MEANS OF 
VERlFlCATlC 

COG nation 
budget 

8 Statistical 
yearbook 
Site-Visits 
School Yea 
Reports 

8 Published 
FOEL stand, 
Statistical 

{earbook 
COG Annual 

?epott 

Quarterly 
reports 
Steering 
Committee 
meeting 
reports 
DPE report 
Annual Rev 
proceedin( 
Carte Scola 

ial 

r 

ards 

I 

! 

s 
riew 
35 
ire 

-- 

IMPORTANT 
ASSUMPTIONS 

Education budget will continue to 
grow as required by system expansion 
and improvement 
MEPU will maintain and continue to 
implement current sectoral policy 
Priorities on primary, rural and girls' 
education will persist 

Population growth does not increase 
more than 2.8% per year 
Resources will be allocated to rural 
areas in full and in a timely manner. 

Donor pursuit of individual agendas 
will support COG reform efforts 

0 COG connitted to: broadening 
stakeholder participation in decision- 
making; systematic decentralization of 
decision-making 



I OUTPUTS: tcontlnued) I 

B. Improved planning and 
framework developed for  
quality and equity 
improvements 

C. lmproved and decentralized 
information use anti 
management 

FUNDAMENTAL QUALITY AN0 ECIUITY LEVELS PROJECT: LOGICAL FRAMEWORK 

Fundamental quality and equity inputs, standards & criteria 
dynamically defined 
FOEL implementation policy, based on analysis o f  financial 
and operational feasibility, developed 

0 Capacity o f  APEAEs and NGOs t o  participate in FOEL process 
improved 

Information system t o  support management decision5 for  
FQEL implementation developed 

o Capacity fo r  data use and analysis a t  central and 
decentralized levels strengthened 
Educational information vulgarized 

0 Budget and accounting capaclty at  central and 
decentralized levels (DAAFiSAAFsl strengthened 
Management capaciw a t  Central and decentralized levels 

budget and financial [DAAFISAAFS) strengthened 
management capacity 

- 

- --- 

MEPU poiicy 
statement 
defining 
quality inputs 
School Year 
reports 

EMlS reports 
Statistical 
yearbook 
Site visits 
GGG Annual 
Report 

Budget 
reports 
Site visits 
carte scolaire 

ASSUMPTIONS: tcontlnuedl 

MEPU structure and delegation o f  
authoritv allows for  decentralized use 
o f  information and decision-making 

MEPU structureldelegatron o f  authority 
allows fo r  decentralized budget 
development and financial control  
Resistance t o  transparent procuremenu 
inventory control can be  overcome 
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FUIHDAMENTAL OUALITY ANlD EQUITY LIEVEILS 1 101 EC1L LOGIICA RA YO i( 

OUTPUTS: tcontlnuedt 

2.  Development of teacher 
support services and improved 
instructional design to improve 
the qualiw o i  primary 
education 

3. Improved conceptualization, 
planning and implementation 
of equity prograrnlinitiatives 

Continuous assessment procedures developed 
school-based teacher support system developed 

National strategy to improve equity refinedlimplemented 
NGO and comrnunitv initiatives increased 

MOVS: tCOntlnUGdl 

Modules 
0 Teachers' 

guides 
Other 
instructional 
materials 
Site visits 
School year 
reports 
IRE reports 
DPE reports 
Pilot project 
reports 

CabineUEquit 
y Committee 
reports 
Gender 
components 
in modules 

School 
Year Reports 
GOG Annual 
Report 
Carte Scolaire 
NGO reports 
EMIS reports 
Site visits 
Pilot project 
reports 

- ASSUMPTIONS: (continued) 
-- 

MEPU reorganization does not impede 
effective coordination of services to 
improve quality 
Instructional materials distribution 
policy issues can be resolved 
Current teacher terms of service do not 
constrain teacher motivation 

Equity Committee continues to exist 
3nd to serve as a ~rinciple vehicle for 

promoting equity 
Instructional materials distribution 
policy does not subvert equity 
objectives 
MEPU is committed to expanding 
implementation of multigrade classes in 
rural areas 
Interest in pursuing equity objectives is  
wider thar, the education sector 
Culturallsocial constraints to girls' and 
rural children's education participation 
can be overcome 



i l l  . I 

Technical Assistance (STILT) 
Training (STILT) 
~ornmodities/Supp~ies 
Project Management 
AUdiUEVal 
Contingencies 

Technical ASSiStZinCe (STILT) 
Training (STILT) 
CommoditieslSupplies 
project Mgmt 
AildiUEval. 
Contingencies 

0 Mission OYB levels remain sufficient Eo 
meet needs for funding increments! 
requirements 



NOTES C?: LOGFFAIE 

1. $5junit non-salary exp~ndiiures as per anticipated IBRD 
Con2i t i c x  Precedent in pending pro j ect agreement. 

2 .  Community contribution to school corstruction and maintenance to 
be determined by FQLIS. 

3. Target pr~-entage of schools meeting student/teacher ratio to be 
determined by FQLlS. 

4 .  Target % of schools meeting FQLI stanriards (eg., rurai/urban, 
completion/d~opout rates) depends upons FQLI standards in 
relbtion to measures. 

Sources : 
0 MEPU-FP "Lette~ of Policy Sector Development" (estimated 

January 1995) 
0 IBRD Memo (October 1994) re pending education sector 

intervent ion 
0 Les Indicatexrs de Performance, MEPU-FP 
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1 INTRODUCTION 

This document is a background Faper :o assist in the preparatio~ 
of the project design of the Fundamental Equity and Quality Levels 
Project, a USAID project that supporcs the ongoing process of 
educational refom in Guinea. The pLrpose of the paper is :(-? 

prcvide an assessment of curriculun and instructional naittrials 
currently being used in primary schools in Guinea. The overall 
goal of the assessment is ~o provide information a d  ... recommendations for curriculum planning and development iha: wll, 

contribute to the planning of actions to be undertaken by 
USAID/Guinea to achieve its long-term strategic objective cf 
improved learning and increased enrollment in primary schools in 
Guinea, particularly for girls and rural children. 

In order to identify specific needs for curriculum improvement and 
recommend specific strategies and actions to enhance institutional 
capacity for the development and improvement of curriculum and 
instructional materials, the following specific tasks were 
undertaken : 

rn evaluation of official curriculum documents and supporting 
materials; 

m examination of present patterns and practices of curriculum 
delivery through selected classroom observations and 
interviews; 

m evaluation of content of instructional support materials, 
including teacher guides and student textbooks; 

m examination of student evaluation and assessment practices; 

appraisal 
practices 

of institutional organization and 
in the curriculum development process. 

management 

2 CRITICAL DESCRIPTION OF CURRENT PRIMARY SCHOOL CURRICULUM 

The existing curriculum in Guinea is guided by the policy framework 
laid forth by the National Conference on Education held in 1984, 
shortly after the creation of the Second Republic. That policy 
marked a radical departure from the previous curriculum by 
reinstating French as the language of instruction and adopting a 
new curriculum based on an academic syllabus. A major emphasis of 
the previous curriculum had been political and ideological 
instruckion and "productivew work.' The new curriculum was created 

'"Activitc5s productivesn included school gardens, brick-making, constructicn 
and income generating projects. These activities consumed conslderabie 
instructional time and were subject to abuse by school personnel who frequentiy t cok  
advantage of the projects to increass their incomes. It is generally be?ies:cd t h a t  



during workshops held in Conakry Cron Acgust IS to September 1 0 ,  
1984. 

In March, 1986, the Institut Fedagogique NatFonal was directeci to 
produce a revised curriculum that would address major weaknesses 
identified in the ehcational syscen: 

rn persisten: inadequacy of training ant eap?o>~sz~; 

rn exciusion of national langxages in ciassrocz prat:;:r 2 -  spr:? :kr 
overwhelming evidence of ncdern 1earn;sg theary  ~oin:isg :c :ke crJ~ia? r z l c  
of first language in seccnd lawage acq~isi:ies; 

rn lack cf manual activities in schools in a country prinarily agricu1:ural an3 
icdustrial; 

m low school enrollments; 

m high repeater rate and, corrcspondingly. aging schooi ~cpulation 

In August, 1987, a revised curriculum was presented at a National 
Workshop on Pre-University Curriculum RevisLzn (Les Ateliers 
nationaux sur le readjustement des prcgrmmes de l'enseignernent 
pre-univ6rsitaire) . While the revisions introduced some new 
educational and pedagogical concepts into the curriculum, such as 
behavioral objectives, no fundamental changes were made in basic 
goals and objectives or to the syllabus of the 1984 curriculum. 

2 . 1  Major Edwational Objectives for the Educational System in  Guinea 

The major educational aims and objectives of the pre-university 
educational system that form the basic framework for the curriculum 
were outlined during the 1987 national curriculum workshop: 

8 to democratize and universalize education to permit all children to benefit, 
without discrimination, from a quality education; 

8 to develop the physical, moral, intellectual and civic ~~alities necessary 
for full participation of the individual in society and national 
reconstruction; 

8 to revitalize our national languages by including them in the educational 
system; 

8 to foster access for children and adults outside the formal education system 
to other forms of education and literacy; 

8 to guarantee an education and teaching adapted to the needs of handicapped 
children in specialized institutions; 

8 to foster interest of parents and the community in school life. 

The purpose of primary education, described as the basis of the 
educational system, was defined as: 

"to prepare the individual for progressive and appropriate integration into 

this approach contributed significantly to the drop in school enrollments and public 
confidence in schools. 



s o c l a l  l i f e  by providing hin wizh :he -tans :o lea= a professicn sr e c t e r  
i n t o  secondary school.  Through its cscten: azd netkeds , e lezen:aq s c k c l  i?.: 
should enabie :he studen: :o :cow acd ucderscasd her /h is  i-eZia:? 
sur ro lz~dizg  na tu ra l  and soc i a l  eriviro~z~en: and =a a q ~ i r e  the s k i l l s  and 
a::itudes zecessa,y f o r  pa r t i c ipa t i cn  i n  socFe:y. Fupiis w i l l  acq-;ire basic  . . kmwledqe i n  language, reading. wr:clr,g, acd aritkze:ic. Fi-;pi?s w i  l; 'sz- 
introdxced t o  bas ic  cocceprs i n  science. t ~ c k n o ~ o ~ y  acd -ancar verk. Fzplls 
w i l l  receive age apprcpriace -oral.  pk j s i ca l  and aes:he=ic ecixa:ic=." :In 
"Les Xctes des Ate l ie rs  ridti3riaax sx r  l e  rCadjcstezent ~ C S  prcqra--es 2e 
l ' e n s e i g x n e n t  ~ z i v e r s i t a i r e .  " )  

Nore specific objectives for the primary cycle were otltli~od 
through a student profile describing knowledge, skills and 
attitudes to be acquired by the end of the primary cycle. These 
objectives are important to note as they form the basis of tne 
current school curriculum and syllabus. 

The purpose of major educational objectives is to provide clear and 
explicit guidelines for curriculum development, i. e. content, scope 
and sequence, materials, teaching/learning activities and 
strategies, and evaluation methods and tools. The design of these 
components have direct impact on the quality of learning that takes 
place. 

A problem with most statements of educational aims and objectives 
is that they are often so general in nature thaz they do not serve 
to inform curriculum content and instructional practice. In the 
Guinean curriculum there is a leap of faith to make from the 
purpose to the profile to learning objectives: what does the 
primary graduate need to know in order to be prepared to 
participate in social life? 

Because the "student profilen is broken down by knowledge, skills 
and attitudes, it provides iittle infomation on the kinds of 
competencies a sixth grade graduate should acquire: what will the 
student be able to do, to perform, etc., in 



WUATE PROFILE 
1 

- basic elecents of cral ac2 - - - ' - '0 -  
-." - -  ' .LP 

I- & c  c - r r  u * = > D * " . r  *.- -A,- 

larqdage of ins:,-;cicc 

- essential eie-ents of science. 3eogra~k!-, 1 2 ~ 3 1 ,  cat izn 
acd world history 

- basic cozce=:s of arithze:iz. or=-crrv. t ks  -e:r:c s v s ~ r - 1  
- - 

- knowledge related to esttetlcs. 
- be capable of csaprehecsibie oral exnressrcc; 

- present work conpleted wrzh care, taste and es:te:ics; 

- essential elements of sciecce, geography, local, na:icn 
and world history 

- recognize physical principles in the natural onvirc~sent; 
I 

- select and use tools and instruments appropriately; 
I 

- carry out manual activities, such as garden~r~g, domestic 
work. etc. 

- basic scientific reasoning toward natural and social 
~henomena; I 
- attitudes and behaviors in daily life which support the 
knowledge and skills acquired in school, for exaniple: - respect for life (love of nature, animals and plats) 
- respect for personal hygiene; 
- respect for others; 
- respect for elders; 
- respect for the State and its institutions 
- love of work well-done as essential to personal growth 
and participation in economic and social life; 

- attitudes and behaviors that fcster peace and national I 
and international understanding. 1 

specific content areas? Rather, the profile reads more like a 
shopping list of discrete and unrelated items. An example of a 
more complete major educational objective that would assist 
curriculum developers might be: "the student should develop 
awareness of the necessary steps involved running a household for 
the health of the whole family;" or "the student develops critical 
and creative thinking skills related to solving everyday problems 
of his/her immediate natural environment. " There is nothing in 
the "profile" that reflects regional or urban/rural 
differences. Therc. is little in the objectives that serves to 
orient instructional approaches. 

The lack of specificity has had direct consequences on both the 
content of the curriculum, the kinds ofG teaching/learning 
approaches used in classrooms in Guinea and the design of 
instructional materials. It should be mentioned that the Miniscry 
has made several important amending statements to the basic goals 
and objectives of the primary school system, however, since the 
curriculum has not been revised to include the changes, it can be 



assumed that they have little translation ic class~oom practice.' 

It snoula also be pointed out that, 'oy its very designation i?, 
name, "Education Pre-universitairen, che current primary curriculum 
is c~ilcei~ed as first part of a whole cycle which ends with 
university graduation, Implici~iy, :herefore, it assums Ehat t h e  
~ o a l  of the primary education is to lead the szudem on tc 
secondary school and, ultixately, a university diploma. 

2.2  What is curriculum? 

One of the major difficulties in assessing curriculum is the 
vagueness of the term "curricuium." What is meant by curriculum 

- will determine both the scope and sequence of content, teachicg 
methcdologies and a~proaches, the process of curriculum 
development, as well as the physical objects used, such as teacher 
guides, teaching aids, student textbooks, etc. The ambiguity of 
the term is accentuated by that fact that there is no equivalent of 
the English ncurriculumw in French, or most European languages for 
that matter. The dominant American definition of curriculum is 
inclusive of all school learning experiences of the child, both 

.- planned and unplanned. In French, the term "programme d'6tuden 
<. 
y corresponds more or less to nsyllabusw in English and describes the 

scope and sequence of a teaching plan. 

In real terms, what this means is that the Guinean curriculum, or 
"programme dt6tudes, * puts emphasis on content, what: subject matter 
should be taught, and tends to neglect the student. This has led 
to a certain number of "blind spotsm in the curriculum. The 
curriculum is basically a subject matter list organized in a linear - 
sequence with supporting teaching docummts. There is little 
attention to who students are, how students learn, or to what kind 
of learning activities and experiences will optimize learning. 

1 There is no attention to student assessment, either formative or 
summiat ive . Gaps then appear between the curriculum [or "programme 
d'i?tuden) that is written and what is actually delivered to and 
experienced by students. 

2 .3  Curriculum content 

An analysis of the curriculum documents currently in use needs to 
be prefaced by t w o  important observations that are based on very 
limited field research: 1) that few teachers seem have access to 
the complete curriculum document, therefore; 2) it is unknown how 
and how much the official curriculum is actually taught in schools 
and experienced by Guinean children. Analysis of curriculum 
documents in no way constitutes an evaluation of the current 

2 n ~ e a c h i n g  should ensure  a l l  zh i ld ren  an  equal  chance f o r  s u c c e s s . "  
(MEN,1987) . "Learning cannot occur  wlthout s t u d e n t  p a r t i c i p a t i o n  f a c t i v i t C  de 
1'6lPve) . (SEEPU, May, 1 9 9 1 )  . "The main r o l e  of t h e  t e a c h e r  is t h e  o r g a n i r e t i o n  of 
i n s t r - ~ c t i o n a l  s i t u a t i o n s  and a c t i v i t i e s . "  ( S E E P U ,  May, 1 9 9 1 ) .  " I n s t r u c t i o n a l  
a c t i v i t i e s  and s i t u a t i o n s  should be a s  r e a l  a s  p o s s i b l e  f o r  t h e  s t u d c n t : r . "  (SEEPU, 
1 9 9 1 ) .  



curriculum. Curriculum evaluatic~ would require more data about 
how the curriculum is used in classrooms, actual teaching 
practices, an analysis of the match between objectives and teaching 
practices and some appreciation of teacher pre-service and in- 
service training, Hopefully, the analysis will highlight some of 
the inain points to be considered in revising th? current docunent 
and supporting instructional materials. 

The following comments are based on exanlination of :he Prosramnes 
de 1'enseicrnement glgmentaire for first through sixth grades, 
recently re-printed the Institut Pedagogique ~ational' in three 
brochures, one for first and second grades (CP 1 & 2, cows 
prBparatoire), one for third and fourth (CE 1 & 2, cours 
kEmentaire), one for fifth and sixth grades (CM 1 & 2, cours 
moyen) . 
2.3.1 How is the curriculum organized? Organiziilg principles 

The curriculum is essentially organized by academic subject matter. 
For each grade, there are 18 ndisciplines", with assigned numbers 
of hours to be taught each week. There is little horizontal 
integration across content areas and each subject matter evolves 
vertically and separately over the six grades. For example, 
writing is treated as a discrete subject unrelated to history or 
science. French is considered a subject separate from all others. 

This disciplinary approach to curriculum organization is 
fundamentally flawed. First, there is no possibility of 
integrating and reinforcing knowledge and skills across subjects 
and coctent areas. Second, it implies that curriculum is developed 
by subject-matter specialists with little or no collaboration 
across content areas or with spccialisto in child psychology, 
learning theory, second language acquisition. Third, it means that 
the teacher is more likely to focus on getting through the subject 
matter rather thzn focus on what children are learning. Also, it 
is likely to place a great burden on teachers for lesson planning 
and preparation and consumes a great deal of instructional time to 
"get throughvt a vast number of subjects per week. In the process, 
what the child is actually learning becomes irrelevant. 

The curriculum documents contain no overall learning objectives by 
grade level or for the whole primary cycle. Objectives, when they 
are stated, are by subject matter. They are frequently not stated 
in terms that are specific enough to serve as a guide for planning 
lessons nor are they related to observable or demonstrable 
competencies to be acquired by the pupil. For example, stated 

 he "Programme de llenseignement &:Crnentaireu document was recently put on 
computer with the assistance of OCED funding, It is my understanding that about 
4,000 copies have been printed but none have been distributed to schools so far. 



objectives for first and second grade arithmetic are: 

"The teaching of arithmetic in elementary school skould allow students to: - acquire theoretical and practical knowledge of numbers and geometry in 
preparation for use in everyday life and/or for secondary school 
mathematics ; - develop logical thinking skills, the ability to express oneself and tc 
organize work ir, a neat and orderly rcanner; - to stimulate their imagination ... - 

First grade objectives: 
- discovery of numbers 0-20; 
- study of addition and subtraction; 
- spatial structures and use of related vocabula ry..." 

While these objectives start out with behaviors to acquire, they 
quickly reduce to a list unrelated to any competency. For example, 
is the first grader expected to be able to perform simple addition 
or subtraction or to calculate appropriate change from a small 
purchase in the market? 

For the third and fourth grade French program, there are no 
objectives related to student performance in the language. 
Objectives are stated in general terms, "[the teacher] will place 
the student in a situations whereby s/he will be able to read 
aloud." To what ends? For what purpose? For the fifhh and sixth 
grade French program, while objectives are stated more or less in 
terms of linguistic competencies, they often lack specificity. For 
example, 'at the end of the primary cycle, the student: should be 7 r 

able to converse with the teacher, students, and othhr persons I t ,  - 

outside school on present, future and past evenrisw is not 
sufficiently explicit to guide the teacher in content or the degree 
of accuracy expected of the student. , 

In general, objectives are teacher centered, not specific enough in 
content or competencies, and rely on ~assive acquisition of 
knowledge. 

I 

1 2.3.2  Appropriateness . - 

It is difficult to judge whether the objectives set out in the 
curriculum are realistic, appropriate and attainable by most 
students without more information on the Guinean schoolchild. It 
is suspected that in many areas, children know much more than the 
curriculum assumes. This is the problem with a strictly 
disciplinary approach that is unable to account for what a child 
already knows. It is likely that children know much more about 
basic math operations, for example, than is reflected in the 
curriculum. It was observed that many third graders already knew 
how to do basic math calculations outside of the school context in 
local language (with parents, buying and selling in the nlarket, 
etc.) but had difficulty doing basic addition and subtraction 
exercises in school and remained silent. As well, it was observed 
that many children were able to use French more or less 
appropriately outside the school setting but were unable to use 
French in school in the wsys that school expected them to, Little 



attention seems to be paid to the experiences of children outside 
of the school and using those F-~periences to build upon in the 
classroom, These experiences are widely varied from urban to rural 
areas and from region to region- Children in rural areas have 
little experience with French language in everyday life and little 
experience with print. In urban areas, children are exposed to 
French language on a daily basis through a variety of media- The 
curriculum document takes no account of this- 

2.3.3 Relevance 

Because the curriculum is organized around disciplinary subjects, 
the relevance to pupils' experience and environmert is somewhat 
weak. While clearly attention has been paid to including topics 
that start with the child's immediate environment, and presumably 
of interest to ,.he child, this quickly breaks down in lessons that 
could be taught to any child in any culture, at least in Africa. 
For example, Sciences d'observation - 3iGme annee, includes the use 
of local tools, such as the 'dabat but suggests no connection 
between the tool itself and what it is used for locally: the lesson 
is limited to the 'daba as technology.' 

In a broader sense, it is difficult to observe any relevance of the 
curriculum content to national educational policy or to the life 

- likely to be experienced by most children once they leave sixth 
- grade. Because in content and process the curriculum is 

encyclopedic, there is little evidence of the applicability of this 
knowledge to the demands of everyday life. What children are 

i ,  required to learn are discrete bits of information 
i '  
\ 

2.3.4 Theory to Practice: Methodology and teaching strategies 

The "programmev contains very little information useful to the 
teacher as to how to teach. While the introductions to each 
subject area advise teachers to be aware of child development 
theory, to be learner-centered rather than teacher-centered, to 
focus on helping the child reach his full potential, to provide the 
child with plentiful opportunities for practice and application, 
there is little or no information as to how to achieve this. Nor 
are these assumptions about learning applied to or expanded upon in 
the content and topics of the lessan sequences that immediately 
follow these instructions. 

I 

For example, the concept of developing problem-solving skills is 
cften mentioned in the introduction to the content subject but not 
reflected in the detailed instructions that follow. These, in 
fact, generally encourage the opposite by putting emphasis on 
repetition and memorization, such as "give the definition for," 
"name,H Rexplain,tt etc. While the introductions suggest a learner- 
centered approach whereby the pupii will be actively involved in 
learning through reflection and experimentation, the teaching 
strategies suggested in the lessons rely on teacher-centered 
instruction and rote memorization - lecture format with 
quest ionJresponse ( It le caurs magistralN 1 . 

\ '- 



Much of the advice ,&d many of tk.e activity suggestions seem 
unrealistic, Such as, "the teacher will cleverly assemble a rich 
col1ect:ion of personal documents, photos, pictures, models, etc-" 
for 5th and 6th grade Geography- Previous studies, such as the 
I I E P  case study, have shown that Guinean teachers have very limited 
access1 to any kind of materials. Most teachers, especially in 
rural areas, have f e w  reference books much less magazines, photos, 

- etc. to use as support for their lessons. 

2.3.5 Role of the teacher 

The role of the teacher is defined in the introductory texts as one 
of a guide, an organizer, an *animateurW of learning experiences, 
to help and guide in self-discovery: 

'There is a change of attitude where the teacher withdraws without disappearing and 
the studelat is more and more assertive. To achieve this, the teacher will help the 
pupil to observe, manipulate, compare, synthesize in order, not only to understand 
the relationships among all elements of his environment, but also to give him the 
means to understand and appreciate it in order to develop approp;~iate present and 
future behaviors. * (Programme de l'enseignement ClCmentaire de 5iBs e h 6iSme araees, 
p. 59) 

Implied in these statements is a substantial measure of freedom and 
reliance on teacher initiative and creativity. The methodological 
advice and teaching "observationsM that follow, however, are 
essentially teaching recipes to be mastered, allowing little 
initiative or contradiction from the teacher. 

The presentation and organization of the curriculum document 
implicitly limits the teacher's role to that of executi,ng the 
official program. The highly detailed organization of content and 
sequence leaves little room for,,personal adaptation and directs the 

I reacher to use the familiar tsied and tested nlodel lessons. 

Clearly one of the principle challenges to the curriculum is that 
all instruction takes place in a second language, frequently 
unknown to children before they begin school. Insufficient 
attention is given to this critical learning condition in the 
curriculum document. No mention is made of the difficulties that 
pupils might encounter in simply understanding facts and 
instructions much less concepts in French outside the French 
syllabus. The Frenck curriculum, which could be used as an 
efficient means for sca&olding student learning in other subjects, 
is presented in isolation from other subjects. 

2.3.7 Evaluation and teeting 
< \ 

The curriculum document contains no recomrnendatims for testing and 
evaluatin;. students. No criteria are presented to assist the 
teacher in determining whether children have mastered the material 
presented. Review sessions are occasianally suggested but these 
are generally repetitions of previous material and reinforcement of 

I 



memorized material racher than xcasions for assessment or new 
applications of previously learned material. 

It would appear that students are formally tested and evaluated 
only once during their elementary school career. This is by means 
of the 7th grade entrance exam, (See Annex 2 f ~ r  a sample exam-) 
The exam is composed by subject matter specialists who select 
sample questions sent in by teachers, The exam are read and 
graded by exam teams assembled in Conakry. I was mable to locate 
criteria for grading the exam, This one-shot , high stakes 
evaluation distorts learning, The lack of any on-going student 
assessment or evaluations hampers monitoring of educational quality 
and efficiency. 

Students also write ncompositionsn at the end of each trimester. 
These compositions are used presumably to decide whether a student 
will repeat a grade or more on to the next le- el. There is no 
icdication in the "programmen as to content or criteria for these 
compositions. 

2 - 4  Instructional materi ale 

Instructional materials come in many forms and media and include 
textbooks, workbooks, teacher guides, teaching aids, supplementary 
readers,ctc. The lack of instructionalmaterials in primary school 
classroom is fairly well-documented. There is usually only one 
complete curriculum document per school at best. There are very 
few teachers1 guides to accompany student textbooks. Teachers1 
guides are usually distributed at in-service training in textbook 
use but these in-service sessions are infrequentS4 When teachers 
are reassigned grade or school, they take their manuals with them, 
leaving the replacement teacher with no guide. Most teachers do 
not have teachers' guides for officially approved textbooks nor do 
they possess reference books.= Based on limited classroom 
observations, teachers have precious little in the way of teaching 
aids : walls are generally bare, globes, maps and pictures are rare, 
and paper and chalk are usually jn short supply. There is usually 
only one blackboard, painted on the wall in front of the room. 
Since textbooks are unavailabl.e, all lessons - texts and exercises 
- are laboriously copied onto the limited blackboard space. 
2.4.1 wProgrameae d'6tuden 

'~eachers' guides do not follow the s,ame distribution network as textbooks. 
IPN policy seeks to assure that guides are'not used without in-service! training, 
however this practice may be counter-productive since training is often hampered by 
lack of funds. A pragmatic better-than-nothing approach, distributing guides with 
textbooks, may be advisable since at least teachers would have the guides. 

'~ccordin~ to the Martin and Ta Ngoc Chau study (b Oualite de 114cole 
Q rimaire: une Btude de cas sur.la Guine, UNESCC, 1993) most teachers own fewer than 
ten books. However, differences among urban and rural teachers are significant. 



Obviously, the basic teaching tool in Guhea is the official 
- curriculum document. The physical presentation of the curriculum 

document makes it barely useable for teachers. There 1s no index 
and only a summaly table of contents. There is no overall - 

C 

introduction nor, as mentioned earlier, a statement of objectives. 
The format for each subject area varies with no consisterxy from 
subject to subject. While teachers' guides to acc0mpar.y the - 
curriculum document were planned and reportedly written, they have 
never been published or distributed. While references are made in 
the introductions to each subject to new teaching strategies and 
concepts, these are never outlined or defined. There are no E 

guidelines or criteria for student assessment and evaluaticn. 

2.4.2 Student Textbooks - 
- 

Of the fifteen officially approved textbooks for the current school - 
year 1994-1995, eight were published in France and six ( 7 ? )  by the 

- 

- 
Institut Pedagogique National fcr the Ministl~y. (See Annex 3 for - - 
the list of officially approved cexts.) The lsck of availability, - 

the lack of use and inadequate distribution of th..?se textbooks has - 

been amply documented elsewhere.' 

From a curricular perspective, a critical comparision between 
foreign and locally created textbooks is particularly revealing. 
Overall, the textbooks published abroad appear to have little I- 

congruence with the of f icial curriculum, the local (Guinean) - 
context, or student levels of knowledge and understandi~g. The 
Guinean-produced textbooks, on the other hand, are well-anchored in 
local context through both the cmtent of the texts and the 
illustrations, correspond fairly well to the scope and sequence of 
the official .curriculum and appear to reflect a reasonably 
realistic understanding and assessment of studenrs' linguistic 
level. 1' - 

in general, however, whether textbooks are-published in Guinea or 
overseas, both their organization and content tend to emphasize the 
acquisition of information to the exclusion of cognitive pr other 
skills (higher order thinking, problem solving, motor, 
communicative) and reflect teaching strategies and appro$aches of 
the official curriculum document. With a few exceptions, notably 
Mon nouveau livre. de math6tiaues C P 1  & 2 (1993, Les classiques 
africains~, content and design does not explicitly take into 
account learning in a second language, A detailed evaluation of 
three textbooks is found in Annex 4. 

At present, six titles have been produced by the IPN. While much *, 
criticism van be levelled at these texts, kheir quality is hampered 
by two fundamental prob1e;ns. They were produced in haste without I 

the initial preparations that would lead to a first-rate product, 
- 

6~:imited Te~nn ica l~~Asses smen t  (February, 1 9 9 4 )  USAID/Guinea, and La Qua l i tS  
de l 1 6 c o l e  pr imaire:  une etude de case sur  l a  Guin6e((1993) .  UNESCO/JTPE) and t h e  



2.g. setting guidelines related to learning approaches, scope and 
sequence charts, defining needs related to teaching context and m 

practice, content guideline related to iss~es of equity, etc., 
production guidelines. 

- 

A second and related problem is that the textbooks are inevitably 
tied to a flawed curriculum: since the curricular objectives are 
weak and inexplicit, since there is no coherent or consistent 
approach to teaching strategies, since the curriculum is 
essentially a list of subject content, the textbooks will 
inevitable reflect this. Thus, the texts aGpear to have been 
written by subject matter experts with little collaboration with 
other specialists. Like the curriculum, each text evolves in 
isolation from the rest of the school program. Thus, for example, 
the same concept is introduced at different levels: concepts of 
time (hour, day, week, etc.) are introduced in second grade French 
(Lansase-Lecture) while a whole chapter is consacrated to time in 
Sciences 3iGme annee, seemingly without regard to the fact that 
most children have already mastered the concept and the vocabulary. 

Lln?ther result of the apparent lack of collaboration, as well as 
guidelines, is occmionally dubious and questionable content. One 

I week in the nsw ~ansa~e-~ecture 2iGme annge is devoted to the 
profession of hunting, illustrated with one picture of two hunters 
contemplating a dead elephant and one picture of a hunter killing 
a wild buffalo. Nothing appears irl the student text or the 
exercises to suggest that hunting'rare animals might be a problem. 
In fact, one,:?£ the lesson objectives stated in the teachers1 guide 
is "to be able to distinguish between protected and non-protected 
ani~als ..." and the suggested dialogue and simulation in the lesson 
plan steps exhorts children to respect nature and protect wild 
animals. One wonders what occurs when the teacher does nat have 

. the reachers1 guide.' 

N h i I 2  attention has clearly been given to respecting the linguistic 
level wf the students - clear, simple language structures and 
syntax, emphasis on vocabulary acquisition - it is doubtful that 
cognitive and experiential levels have been considered. Concepts 
in the texts are often simplistic ("a dog has four legs, fur, and 1. 

a headN) and do not match the reality of the child. By third 
grade, most Guinean children are immersed in economic and social 
life 'of their communities through work and complex networks of 
relationships. 

In general, the textbooks do not contain student tasks that would - 
integrate skills - reading, writing, listening, speaking, The 
texts contain very few student learning tasks , or practice 
activities. Sciences 3iGme anne= provides a good illustration: 

7 ' \  A r e l a t e d  probl t?  !uas ohsnrved i n  theshighly regarded curriculum guide t o  1 1  

' . . "~duca t ics  'dri matiere de Pnpulatiorr. *' Cf the s i x  basic t e x t s  used i n  t he  program, 
one dea ls  w i t h  an excis ion ceremony. The t e x t  i s  used t o  i l l u s t r a t e  the importance 
of t r a d i t i o n a l  ceremonies. .. 

I - 
! 



each short chapter begins with student instructions, "osss~v~ r w ~  
 RESPOND^ follcwed by a series of five questions. This is followed 
by "LEAW" co~~taining explicit answers to each questicn, implying 
that the child respond textually to the questions. The nexi 
instruction, l l z ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ,  repeats two or three of the questions in 
the first part, and is foilowed by "PRACTICZ, It usually drawing a 
picture of the object siudied. Little is required of the pupil but 
memorization of the text. However, in spite of this, the books are 
very attractive, easily readable, with lively and interesting 
illustrations and varied print, and represents a praiseworthy 
effort to be encouraged.; 

2.4.3 Teachers' guides 

Eight of the fifteen official titles have accompanying teachers' 
guides. As noted earlier, however, these guides are in short 
supply in classrooms. In general, the teachersf guides are 
cursory. Instructions are prescriptive and leave little option to 
the teacher but to follow the suggested "lock-stepn lesson plan 
which is usually a series of questions and responses and vocabulary 
lists. Suggested student activities are "listen-follow-respond to 
questions askedw or fill-in-the-blanks exercises. Little advice is 
given for student evaluation. While the introductions suggest a 
more student-centered, active, hands-on approach, there are no 
concrete suggestions as to how to do this. Bloom's taxonomy of 
cognitive development is often referred to but never gets 
translated into practice. The teachers' manuals for the Lanaaae- 
Lecture books are slightly more complete but once again the ideas 
for teaching strategies presented in the introduction are not 
reflected in the lesson plans. An exception is the teachers' guide 
to Mon Nouveau Livre de Mathgmatiaues. It is detailed, well- 
presented and easy to use, and also contains tests for student 
assessment. 

There is no teacherst guide for the recently adopted Horizons 
dlAfrime for fifth and sixth grades. IPN is reportedly writing 
one although the textbook is now required for use in 
classrooms. 

- 
2.5 Current Practices: what~curriculum do children experience? what - 

curriculum to teachers deliver? . __ - ,. 

P I 
\\ 

While it was not wi:hin//the scope of- work to carry out extensive 
field work which would provide thg-basic data to evaluate actual 
curriculum practice, tjhe comments below are based on selected 
classroom observations /and discussions and interviews with teachers 

\ $  

'1 was t o l d  t h a t  t he r e  was no guide i n  ex is tence .  The wisdom of purchasing 
a textbook t h a t  has no teachers '  guide is highly quest ionable ,  even more s o  because 
t he  t e x t  is a r a d i c a l  depar ture  from previous t e x t s  i n  methods and lea rn ing  
s t r a t e g i e s .  Furthermore, copies  were o r i g i n a l l y  ordered f o r  a l l  s i x t h  graders  but 

, when they a r r i ved ,  the  t e x t  was a l s o  adopted f o r  f i f t h  grade,  c r ea t i ng  a  vast  
" shor tage .  i 



and administrative personnel.' 

It would appear that for many students and teachers school is the 
schedule ("plan d' etudev) . The schedule is tightly adhered to, 
respected, and with few departures from the same weekly routine- 
The content of the curriculum is fit into the sckedule with little 
regard as to whether children can master the material or not. Over 
the school year and the primary cycle, it appears like a train that 
gathers more and more speed and if a child misses 7 stop there is 
little opportunity to get back on. 

Since teachers rarely have the complete curriculum they hand copy 
topics for each subject on a yearly calendar to a large piece of 
paper. This serves as the curriculum guide for the year. Teachers 
report that they rarely depart from the schedule, partly from fear 
of negative evaluations from principals or inspectors. 

For the same reasons, teachers rarely depart from the traditional 
lesson plan - highly teacher-controlled with stlldents expected to 
provide memorized textual responses. There is little attention to 
children who have difficulty learning or understanding. Children 
rarely receive praise. Students have few opportunities for 
reflection and are provided with few activities that would allow 
them to transfer knowledge to their everyday lives. Little demands 
are made on children's creativity: when children draw they are 
usually asked to copy a picture. Hands-on or outside-of-classroom 
activities are rare (with the exception of the EMP program). 

Some notable exceptions are the introduction of the family life afid 
environmental projects and the UNICEF sponsored "enfant pour 
enf a?t program. These programs receive high grades from 
teachers, students, and parents, primarily because their subject 
content is highly relevant to students lives and teaches them 
behaviors and practices that they can directly apply to their 
everyday lives, such as hygiene and elementary health care, 
conservation, fire prevention, etc. Student motivation in these 
programs is high and it is reported that overall scholastic 
performance is increased. As one. principal noted, these programs 
serve to reinforce learning." Teaching techniques are often more 
student-centered and requiring more synthesis and critical 
thinking. A significant element to the success of these programs 

3~lassroom observation were carried out in two schools in Mamou center, one 
urban and two rural schools in Faranah, one rural and one urban school in Pita. 
Teachers, principals, supervisors and prefecture administrators were interviewed. 
A special effort was made to visit schools and classes where Minnovative" programs 
and practices were being introduced, such as "Education en matiare de population", 
environmental education, and "Child to Childw, as well as teachers who had 
participated in the USAID sponsored US study tour in Fall, 1994. 

'O~he EMP and Environmental Education projects have recently been promoted to 
the status of "national projects." It is not clear what this means but care should 
be taken to learn from and integrate, rather than add, their successes to curriculum 
reform efforts. 



is building upon the child's personal experiences. 

One important element to consider is the kind of support and 
encouragcn,ent teachers receive when they try innovations. In 
discussion many teachers had pertinent observations about what 
would help students learn and be motivated to learn. However, they 
did not feel free to experiment for fear of sanctions from their 
supervisors. One exception was in Mamou where a school entirely 
staffed by women was experimenting with small group instruction, an 
idea introduced by the principal after her study tour to the US. 
These efforts were enthusiastically supported and sanctioned by the 
DPE (Directeur pref ectoral de 1' education) . l1 

From these observations, it would appear that only the bare bones 
of the official curriculum is actually taught in most schools and 
that, in general, children experience a curriculum that is 
completely external to their personal lives and concerns. 

CURRICULUM AND NATIONAL POLICY 

It would seem clear that the current primary school curriculum is 
an inadequate framework for addressing the kinds of goals and 
objectivss set forth by the National Policy on Education. These 
goals seek to provide basic education for all and to ensure school 
success for children from all sectors of Guinean society. They 
also seek to guarantee the acquisition of basic skills and means 
that will allow the primary school graduate to enter into the work 
force if not secondary school. Much evidence indicates that 
schools and the curriculum have not achieved these goals.i2 While 
there is not enough evidence to determine what part curriculum and 
instruction play in this, it can be assumed that what is taught and 
how it is taught is crucial to the problem. A number of critical 
issues need to be addressed to make curriculum and instruction in 
Guinea more congruent with national goals and improved learning. 

Maternal language: there is little or no accounting for maternal 
language either in curricular content or instruction design; 
curriculum and instructional materials are conceived as if French 
were the first language of the students. 

Academic content: favors academic knowledge to the quasi-exclusion 
of all other kinds of information (practical, how to), thereby 
discouraging and perhaps &xcluding vast numbers of children who 

"~urt-her, the all-women staff supported each other in their professibhal 
efforts. A criticism levelled against female teachers has been their high rate of 
absenteeism because of family demands and responsibilities. The all-woman staff at 
this school has reduced absenteeism but: organizing mutual support systems. They are 
also trying to set up a credit union to purchase low-cost rice as well as teaching 
materials. 

"~otably the evaluations carried out by IIEP/UNESCO in 1990 and by the ENESE 
in 1992-1993. 



have no access or inclination to this kind of learning." - 
Lack of clear objectives: objectives are too general, not linked 
to nation71 policy, not content specific, not written in terms 
understandable by teachers. 

Inappropriate instructional design: does not provide learning 
opportunities ctr learning activities that would favor the 
development of critical thinking skills or the practice of 
behaviors implied in the stated objectives or the transfer of 
knowledge and concepts to practical problem solving. 

Inappropriate learning strategies: the almost total reliance on 
rote memorization of unrelated information limits the student's 
ability to acquire real understanding or apply ideas when they 
remember. (Exarcple: I was greeted with a cheerful nBonjourfod&" by 
many students, Bonjour Fode is the first line of dialogue in the 
first grade text.) 

Prescriptive: prescriptive approaches to instruction leave little 
room for teachers to attend to real learning needs of children and 
develop alternative strategies that work. 

Evaluation: the lack of on-going assessment provides no way to 
understand that is going on in the educational system nor to 
identify and encourage success. 

- 

Regional/local variations: there is little no adjustment for - 
widespread differences among regions and urban and rural areas. 
While it is difficult to judge how these differences play out in 
school success, it stands to reason that the motivations and 
interest of children and parents will differ. 

4 THE CURRICULUM DEVELOPMENT PROCESS 
ii 

4.1 Curriculum Tlecision-making 

In Guinea, as in most countries in Francophone Africa, 
responsibility for curriculum development has .been highly 
centralized in the Institut PGdagogique National. The IPN was 
created to carry out all aspects of curriculum development: scope 
and sequence of grade-specific subject matter; textbook development 
from conception through distribution; development and production of 
teaching guides and materials; teacher training and in-service 
teacher training. To enable it to carry out such a massive and 
broad mandate, substantial resources and personnel were allocated 
to the IPN, resulting in a concentration of decision-making power 
and staff. Linkages with other aspects of the educational system, 

13 For example, whatl'one needs to know is less the names and definitions of the 
major food groups bUt more what constitutes a balanced diet based on local food 
production. Anae~er classic example is sex education: defining and diagraming 
reproductive organs is less useful than knowing what to do or not to do with them. 



the inspectorates, regional, prefectoral administrative units, 
teachers and communities, were often weak, 

While consultation on major policy issues took place at the 
national level, little consultation or collaboration took place 
with those charged with implementing the curriculum at the local 
level. In other words, curriculum was developed and conceived 
externally and outside the operational level of the system - the 
school and the classroom, the teachers and the students - as a 
commodity for consumption at the local level. 
There are a number of weaknesses with this kind of centralized 
curriculum development strategy. There is little opportunity for 
feedback and on-going evaluation and adjustment: limited 
information is communicated from the base to the decision-makers 
both because it isn't sought and there is no mechanism to do so. 
Adjustments, in any case, are difficult to carry out because the 
stakes are so high - the product is already completed and changes 
are costly and cumbersome. There is also much evidence that the 
curriculum delivered is not used or implemented as conceived.14 
Intensive in-service training is required to teach teachers not 
only how to use the new curriculum but to fundamentally change 
their teaching practices. New textbooks and support materials are 
needed to be developed and produced. These efforts usually demand 
substantial systemic changes in educational organization and 
management as well as substantial resources. 

Following the reorganization of the MEPU-FP, the Institut 
P6dagogique National, now the Institut National de Recherche et 
d8Action Pgdagogique (INRAP), remains the unit responsible for 
curriculum and materials development and educational research. A 
new unit, le Service National de la Formation des Personnels, has 
been created to ensure coordination of all training within the 
Ministry. While the INRAP is charged with training teachers in the 
use of new materials ("programmes, guides, texts) , it is no longer - 

responsible for in-service teacher training. The reorganization 
also outlines an organizational restructuring of the sections 
within the IPN/INRAP. It would appear that the basic change is to 
create a section exclusively devoted to basic education [ ? I .  There 
is also a heavy emphasis on educational action research. It is 
unclear whether and how these new changes will lead to improved 
management and efficiency. - - 
While historically the IPN played a central role, in recent years 
it has suffered from problems of underfunding, overstaffing, poor 
management, and poor equipment. In order to carry out the 

, important work of curriculum reform, organization strengthening 

1'~or example, in response to the "Sputnikn educational reform movement of the 
1960ts, with considerable funding new science and math curricula were developed. 
By the mid-197,O's 850 of American schools did not use the new curriculum or 
materials. (Harlen (1985)) 



measures need to be addressed, Staff work in isolation from each 
other (each *disciplinew is a separate unit) ; information flow and 
communication among units and sections is poor; some staff are 
underqualified for their tasks, particularly in the areas of 
curriculum theory, curriculum and materials development, training 
of trainers, and computer use- Equipment is poor: there are few 
computers and very few updated reference materials and documents, 

The range of functions assigned to the IPN is extremely broad: 
research, curriculum and materials development, materials 
production, distribution, distance learning, teacher training, etc. 
It is questionable whether, in its present state, the IPN/INRAP is 
capable of effectively and efficiently carrying out all these 
functions. 

On a broader institutional level, linkages among different 
departments in the MEPU-FP need to be improved. There is little or 
no communication or articulation of efforts, f x  example, between 
IPN and the Examination Service, or the Inspectorate Generale. 
Problems of information flow and interfacing with other departments 
is generalized throughout the MEPU and not specific to IPN. 

It should be noted, however, that there are many opportunities for 
change. There are many well-trained and highly motivated 
professionals; there is clear evidence of a "climate for changeu 
and a lucid analysis of what needs to be done as well as who shquld 
participate.15 Also, the two major evaluation exercises (UNESCO, 
llENESE) have contributed significantly to a better understanding 
of the problems and issues related to impro~red educational quality. 

5 FRAMEWORK FOR CURRICULUM REFORM 

As indicated in the foregoing analysis, there are a number of 
intersecting issues to consider as Guinea undertakes a reform of 
the current curriculum. These have to do with how the process 
takes place, who participates in it, and what needs to be done. 

5.1 WHAT? 

While there is general consensus that so~ething needs to be done to 
the curriculum, there has been no systematic evaluation of the 
current curriculum. (The evaluation exercises carried out so far 
have addressed broader, systemic issues.) Four basic questions 
need to be answered: 

What are the educational objectives of primary school? 
(identification and formulation of instructional objectives) 

151n an IPN in-house document, "Problematique de la renovation des curricula, " 
issues and an action plan have been outlined. The document tacks grounding, i.e. I 

time lines, resources, outputs, etc., but is a reflection of serious thinking. 
i 



How can learning experiences be selected which are likely to 
be useful in attaining these objectives? (specification of the 
scope and sequence of the content of instruction) 

How can learning experiences be organized for effective 
instruction? (selection of teaching-learning strategies; 
textbook and materials development, teacher training) 

m How can the effectiveness of learning experiences be 
evaluated? (testing, evaluation) 

There is no prescribed sequences for answering these questions. 
They can be addressed simultaneously or sequentially depending on 
priorities and resources. This assessment has indicated a number 
of areas of weakness in the current curriculum related to the above 
questions. 

5.1.1. Objectives 

Objectives need to be defined more clearly and with greater 
specificity in content and competencies sought. A number of new 
areas of concern have been identified which would serve as 
guidelines for new instructional objectives which would link the 
curriculum directly to national policy: 

new behaviors in family life, health and welfare 

democracy and civic awareness 

rural exodus 

population growth 
L 

environmental issues 

vocational skills 

equity, multi-ethnic, multi-cultural awareness 

new technology and information - 

Competenzies expected of chiidren at the end of the primary cycle 
must be defined. Specific objectives are to be defined in terms 
attainable and understandable by teachers. 

Prereauisite : 

The definition of curricular objectives requires more information 
from, participation and consensus of educational stakeholders, e.g. 
parents, students, the community, business leaders, and teachers as 
well as technical experts in curriculum development, education31 
psychology/anthropology. 



The present curri~ulum is driven by academic subject content. New 
objectives and new content cannot be added to an already 
overburdened curriculum, This does not , however, imply a complete 
replacement of the current curriculum. Guidelines to be considered 
would include: 

m development of a matrix of objectives and content; 

m interdisciplinary approach to content selection and 
organization of scope and sequence; 

m simplify content by combining subjects (e-g, history, science, 
geography into social sciences; reading, writing, spelling, 
French into language arts); i .e  more depth, less content; 

integrate content and skills (e.g., wrjiing across the 
curriculum) ; 

introduce flexibility by leaving room for alternative or 
teacher/locally developed modules, or choices of content (for 
example, urban/rural options for social studies) 

Prereauisites: I ,  

A prerequisite to content selection is a realistic appraisal of 
what a student can be expected to achieve in the primary cycle, 
particularly in the area of second language acquisition. 

5.1.3 Learning/teaching strategies, materials development, 
teacher training 

Learninq/teachiaa stratedes 
Guinean primary students rarely have opportunities to actively 
participate in their school experience: rather, they are considered 
empty vessels into which information is poured. "Rather than 
focusing on simple, discrete skills, students need to engage in 
complex and holistic thinking. This means that learning is 
situated within the context of meaningful processes of making 
decisions, solving problems, evaluating  situation^."'^ Some key 
concepts in developing appropriate teachingllearning strategies 
are : 

rn activities connected to real-life situations and problem 
solving; 

m maximizing opportunities for social interaction and peer 
communication (multi-grouping strategies); 

I interactive language use - both written and oral; 

16 From Einal ReDo~ rt on Lessons L w n e d  on the Intesration of. .Hcslth, 
Po~uTation. Environment and. Demorratization in& ~ a ~ i c  Education Curriculum in 
fif rica (1994/USAID) . 



m interdisciplinary projects; 

focus on the child rather than the teacher. 

The design of instructional strategies must be contextually 
appropriate. This requires information on what works in Guinea, 
identification of exemplary teachzrs and tesching practices. 

Materials develoument 
There are three major categories of instructional materials: 
classroom learning resources, curriculum guides and textbooks 
(including teachers' guides) . All must be considered and developed 
in close relation to curricular objectives and content- 

Classroom learning resources are an essential condition to a 
curriculum that places greater emphasis on students' participation 
in their own learning. Learning resources in the classroom include 
manipulatives and research materials: basic science equipment, 
brochures, pictures, trade books, library books, low-cost 
manipulative, etc.. Classroom resources also include local 
experts. Greater investment needs to be made in low-cost classroom 
learning resources (along with teacher training in their use) - 
Much could be provided or produced by teachers or community members 
at limited expense. l7 

Much emphasis has been placed on the provision of student 
- 

textbooks. Problems with production and distribution of textbooks 
and teacher guides has been well-documented. However, much 
evidence also indicates that when textboc!~~ do find their way to 
schools they are not used. There are multiple reasons for this: 
lack of teacher training in textbook use; lack of teacher guides; 
fear of loss or damage to books; traditional lack of books; 
inadequate supply; mismatch with curriculum; lack of curriculum 
guides. Because of these problems, there is little information on 
the relationship between textbooks and student learning. It is not 
at all clear that mass distribution of textbooks is the most 
efficient means to educational quality given current educational 
conditions in Guinea. In fact, it is likely that the educatjmal 
return for investment in textbooks is weak. When Guinzan teachers 
prioritized their instructional materials needs aiven limited 
resourcee, they uniformly chose a curriculum guide, teachers' 
guides and classroom resources above student textbooks.18 

The strategy for instructionalmaterials development and production 

 he IPN section, Education Manuelle rt Technique, has developed a series of 
very creative,low cost science and tecrhology teaching aids that provide an 
excellent example of teacher-made materials. 

"~rorn interviews with reachers. The question was asked: "If you had to 
choose . . . I  This is corroborated in the Martin and Ta Ngoc ChSu study. 



needs to be governed by a careful prioritization of needs. This 
assessment has indicated that priority should be given to the 

- 
development of a functional curriculum guide based on sound 
pedagogical principles and contextual conditions in Guinean 
classrooms- This assessment takes the position that fewer 
instructional materials of better quality will promote greater 
educational efficiency. Alternative options to large scale 
textbook distribution should be considered, such as: 

I 

a com~lete and annotated curkiculum quide for teachers 
accomp>nied by inexpensive s/'.udent kkochure - 1 ike texts 
covering a broad range of content topics in the curriculum; 

rn one textbook per grade for all subjects with teacher guide (or 
one math, one general textbook per grade); 

the use of "big booksn or large print postezs, especially for 
use in the lower grades. 

provision of low-cost classroom learning resources. 

Guidelines for curriculum materials development: 

priorities need to be set for curriculum materials development 
given limited resources; 

textbooks must always be accompanied by teachers' guide and 
training in their use, as well as complementary materials 
(currently, textbooks and teacherst guides are developed and 
distributed separately); 

curricular materials must be carefully coordinated with 
curriculum content and objectives and teachingllearning 
approaches and guidelines developed including issues such as 
gender bias; 

teachers' guide needs to be presented in a format easily 
useable by the teacher; 
a detailed matrix of curriculum content and objectives needs 
to be developed to serve' as guidelines for materials 
development; 1 

!\ 
all materials development mist be accompanied by teacher 
training; 

materials and textbooks require an interdisciplinary approach; 

professional qualifications of matelrials developers need to be 
upgraded. \ I  

\ 

Prereauisiteg: 11 \ 
/I 

More reflection is needed on how / inndvations and changes are 
successfully introduced into the Gui,ean!system. This information b I 



is readily available through study of pilot programs, for example 
family life and environmental education, and other efforts. 

More information is needed on the relationship between textbooks 
and learning, Studies in developed countries have demonstrated 
that comparatively less reliance needs to be placed on textbooks 
and :paper and pencil activities. 

. I 

5.1.4 Evaluation and asseusment 

At px.esent there is little or no attention given to evaluation and 
assessment of students. No evaluation guidelines, procedures, 
instruments or tools appear to have been developed for use by 
teacgers. The development of evaluation methods and instruments 
needs; to take place in tande,n with the development of instructional 
object;ives and instructional materials, Institutional mechanisms 
need t:o be created to address this issue. 

HOW? I 
I 

I 
As has been pointed out, the traditional model for curriculum 

\ reformi\in Guinea has been both highly centralized and inadequately 
based dn reliable data and information. The curriculum development 
process has more often been political than pragmatic. While there 
is wide\spread agreement that more input must come from teachers and 
classropms,, it is not clear whether this means genuine 
participation in the curriculun ldevelopment and decision-making 
process ! 

I I 

There ax.e a variety of ways to decentralize the process, from 
consultakion to school-based curr.iculum development. What is 
indicated is the necessity to decentralize decision-making whatever 
the mode$ adapted to Guinean circumstances and culture. 

b 
i' Prereauisite to curriculum revision: , 
\' 

~eacii' agreement on and commitment to the broad principles of 
curri'kulum revision and materid1:s development at the central 
~iniskerial level. I I 

\) 

~eveld;!p a strategy with a clear set of realistic steps and 
actions to be taken, priorities, and an assesshent of human 
and makerial resources, etc. (The current "plans dl actionv 
have d tendency to be wish, lists unrelated to real 
condi t ibns . ) I 

'I\ 

I I 

A more &mplete evaluation of the current curriculum needs to 
take pldke. Some steps to this evaluation have been indicated 
above. The evaluation will require some basic studies to 
collect 1:eliable information abdut current practices. 

\i Attentiotl needs :to be given to the development of strategy for 
change f i r  impldmentation of the! revised curriculum. 

i , 
0rganiz@iona1 \strengthening measures to develop the 



managerial and organizational capacity of 
task of curriculum materials development. 

IPN to assume the 

WHO? 

It is generally recognized in Guinea that new partners need to be 
brought into the process of curriculum development and reform: 
teachers, parents, community members, NGOs, employers, donor and 
other agencies, such as health, non-formal educators, etc. Where 
and how these partners should be included remains to be explcred 
and understood. However, it is clear that the more stakeholders 
take part in the process not only creates a more responsive system 
but provides for a greater measure of success. There are clearly 
many barriers to overcome to institute more participatory 
decision-making in curriculum develc ;--..:,c : institutional and 
cultural resistance, formalized, comp?.:tmentalized bureaucracies, 
rigid hierarchical relationship, lac'. of training and information, 
lack of common understanding about what education means. 

The process of curriculum reform should support decentralization. 
The role of the central unit should be to create conditions, set 
standards and provide resources for school level reform. 



ANNEXES 

1. Plali 2'Etude (weekly school schedule) 

2. Sample exams for entrance into Seventh Grade 

3. Official approved textbook list 

4. Textbook evaluation 

ADDENDUM: IMPLEMENTATION DETAILS 
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DETAILED M&E PLAN 

- ISSUES RELATED TO THE MONITORING AND EVALUATION OF EDUCATION 
SECTOR ASSISTANCE 

- Recent discussions within AID have focused on the complexities and challenges inherent in 
identifying, measuring, reporting on, and accounting for change associated with educational 
assistance packages.' While many of the challenges noted relate most particularly to non- 
project assistance, some are relevant to projectized education sector efforts. They include: 

the extended time period necessary for systems level, and even student level impacts, to be 
generated vs. expectations that the Agency demonstrate success ("results") within a succinct - 
time frame I 

, 

the "black box" of education -- that is, a limited knowledge base about the factors, and the 
relationshios betweei those factors. that influence systems and student level change -- vs. 
the linear, cause andeffect orientation of logframes and related Agency monitoring and 
evaluation approaches 

the need for "procesc indicators" -- that is, measures which adequately capture the 
intangible (not "objectively verifiable") progress, results and impacts of changs: inherent in 
educational (student lehbel or systems level capacity-building) processes. For example: school - - directors7 increased motivation as reflected in decreased absences from school; teachers' 
acceptance of child centered pedagogy as reflected in increased "student talk" in the 
classroom. Leadership development, confidence-building and attitudinal changes are 
additional examples frequently included in education programs and projects. 

ISSUES SPECIFIC TO THE FOEL PROJECT IN GUINEA 

a paucity of baseline data useful in measuring the impact of USAID interventions 

attribution -- that is, attributing success to,,USAID interventions, in light of the "black - 

box" nature of system and student level learning 
1, 

accountability -- that is, constraints in 

a) holding the GOG accountable for performance, in light of the current transitional 
restructuring phase, and 

'I 

b) holding contractors accountable for performance, given the intensive training 
dimensions of the project. An inGerent tension lies in assessil~y the success of capacity 

'see AFRIARTS hackground paper on SIRtE, draH ruvirion Decemhur 20, 1994. chrpten 3 and 5.  

1 
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building efforts in terms of learners' progress. The normative (goodbad) evaluation of 
train= and training is inevitably tied to the cognitive, behavioral and affective changes in 
the trainee. 

intermediate impact -- Given the incremental, often elusive changes resulting from 
capacity building effurts, some of the short and medium term impacts of interventions may 
not be readily discernible 

the history of monitoring and evaluation in Guinea -- The phrase "monitoring and 
evaluation" is heaviIy charged in Guinea, and sensitivity to who monitors and evaluates 
"what for what purpose?" runs high on the part of some actors in the education arena. 

RESOLUTION OF ISSUESIOPPORTUNITIES 

The first steps in resolving issues may be for the Mission and its contractors to acknowledge 
md explore them. The Mission will need to engage in continued dialogue, both internally and 
with its technical assistance providers: 

1) to assess the importance of particular issues in the context of the FQEL project, and 

2) to experiment with innovative responses. 

The M&E plan takes into account the general and specific issues discussed above. In 
particular: 

The plan emphasizes the systems level impacts at the project outputs and purpose levels. It 
accords the time necessary for capacity building in service delivery. In concert with the 
logframe, it avoids the temptation to capture and measure achievements within an overly 
ambitious and unrealistic time perspective. 

- 

The plan includes mechanisms to permit identification of elements, and the relationship 
between those elements, which influence change in the context of educational assistance 
efforts (the "black box"). It corresponds with the project's rolliny design feature. 

The plan includes mechanisms to facilitate the development of process indicators. 

The collection of baseline data is incorporated into most of the project activities. 

USAID's contractors will actively participate in monitoring ongoing project progress. 
This measure will increase the opportunities to attribute success to particular USALD 
interventions. 



The plan is built on an intensive rhythm of monitoring activities. The plan focuses 
extensively on benchmarks, and measures of short and medium term progress. These 
features are intended to captrlre intermediate project impacts. 

The plan is internal to USND/Guinea. It does not extend beyond the domain of USAID 
FQEL project interventions. It avoids the sensitive monitoring and evaluation issues 
previously associated with education efforts in Guinea. At the same time, it allows USAID 
opportunities to consider, in collaboration with its GOG partners, potential M&E options. 

a 
Currently, for example, the mandate for the recently created "Cellule Nationale de 
Coordination d'Evaluationsl' has not been officially defined and its role in future evaluation 
exercises may have to be negotiated. 

SUMMARY GOALS AND LIMITS OF THE M&E PLAN 

This is one plan -- the first in USAID's involvement in education in Guinea. It is not 
designed to meet all possible needs. It is based on the notion that multi~le, and increasingly 
inter-related M&E plans would be required to meet multiple needs. 

This M&E plan does not pretend to resolve, for example, the broad questions about 
development assistance efforts in education. It does not attempt to capture the holistic, 
subjective, environmentally contingent nature of educational change. It does not strive toward 
a cyclical, network or "web" portrayal of impacts. 

Nor does it strive to build auto-evaluation capacity among GOG representatives. That capacity 
may well be strengthened through GOG participation in particular project activities, but this is 
an internal M&E plan, aimed at USAID's needs for information. Neither does it aim to assess 
the effects or impacts of interventions outside the realm of USAID. Its primary purpose is to 
respond to USAID's real, current needs for information. 

- 
DETAILED IMPLEMENTATION PLAN 

1. COP/TA/PVO Orientation meetings (upon team's arrival in-country) 

From the time of project start-up, the Chief of Party will need to help the TAs and the PVO 
representative understand that they are central to monitoring and evaluating the FQEL. TAs 
will play a critical role in identifying and documenting both: 

the short and medium term outcomes of their specific activities, and 
how progress and results from their activities are tied to output level and (eventually) 

purpose level results and impacts. ; I 
' I  

The TAs and PVO representative must realize that they are critical links in the chain of 
feedback -- from decentralized to centralized levels, with a view toward incorporating 



- knowledge and understanding grounded in action into systems level capacity building and 
ongoing policy development. 

Upon the team's arrival in-country, the COP should organize and facilitate team orientation 
meetings to ensure that each person understands the overall logic a ~ d  design of the project, as 
well as hisher role in it (including MRrE). Team members should then assess and clarify their 
initial (6 months) work plans, including those activities pertinent to M&E. 

Each work platl will include, for example, activities which involve the collection of baseline 
data. These specifics are detailed in the present PP activities plans, (e.g., , Ed. Planner's 
Institutional Policy Assessment Exercise, Informatician's audit, Management Trainer's Needs 
Assessment, Equity Advisor's initial assessment, In-service Trainer's needs assessment, 
Materials Specialist's assessment). The COP and TAs will agree on a mechanism they will 
use to record the initial baseline data - the results of their needs assessments -- which they 
will collect (e.g., a summary sheet, a synthesis format organized by geographic area, etc.). 

The COP and team members will also discuss the Annual Review Meetings, and the 
expectations for their participation in these fora. 

2. TAsPVO rep. conduct needs assessment activities as per workplans and record baseline 
data. (1-6 months and ongoing) 

3 .  TAs complete 1st progress reports and submit to Chief of Party (after 1st 3 months, and 
ongoing on a quarterly basis). PVO rep. completes 1st progress report and submits to Mission 
project officer (ongoing on a quarterly basis). 

4. Rzview meetings -- COP, TAs, PVO rep., Mission (monthly, or appropriate periodicity for 
TAs outside of Conakry) 

In addition to assessing routine project management and implementation progress, participants 
at these meetings will perform a monitoring function. For the first 6 months, they will have I 

limited experience and data from which to draw. In ensuing months, they will have more to 
I 

work with -- additional baseline data, the documented results of their interventions and I 

follow-up from the M&E specialist's periodic interventions. 
I 

5. PIR exercise (semi-annual) 
- 

Mission project officer and COP collect and synthesize data from TAs' and PVO 
representative's reports (and other sources as appropriate). COP contributes in supplemental 
written form additional relevant information that s h e  has gathered from GOG and other 
stakeholders. - 

6. M&E specialist consultancies (1st consultancy after 4-6 months of project implementation: 
2 months in-country; thereafter periodic. Estimated rhythm: 2 months after 10 months of 



project to prepare for Annual Review; 2 '-month consultancies during Year 2, 6 weeks to 2 
months semi-annually for following 2 years, especially just prior to .\nnual Review) 

The rcltiomde is that: 

FEQL is a broadly ranging set of intewentions. 

There is a tremendous paucity of reliable baseline data in Guinea in many of the FEQL's 
domains of intervention. 

The failure to devote resources to M&E at project start-up would arguably hinder 
USAID's opportunities to assess, continually improve and learn fromlabout its investment in 
education in Guinea. 

The establishment of reliable baseline data at project start u? wilt enhance USAID's 
chances of assessing its impact over the long-term. Longitudinal assessments (5/10/ 15 year 
time spans) will be possible sooner, and their reliabilitylutility will be increased. 

The creation over the long-term of parallel systems (USAIDIGOG) will arguably be 
averted. It is estimated that the systems designed will be useful to the GOG. 

bl&E S~ecialist's Role: Initially, the specialist's principle role will be to assist relevant 
parties in tracking FQEL progress. (In the first year, for example, s/he will work for two 
weeks with the Equity Committee to establish systems to monitor the pilot projects.) For the 
first 2-3 years, hislher clients will be the T.4 team and their closest GOG counterparts. 
Eventually, they may be GOG personnel (administrators. teachers, school directors, etc.). 
Initial activities will likely involve the setring up, and coordination, of data collection systems. 

A related, and evolving, role will be assistic; relevant parties to understand, assess and select 
from various M&E options -- the principles upon which they are grounded, the purposes they 
serve, the methodologies they entail, their pros and cons.' Slr'te will alco play a motivational 
role, creating a constituency interested in using and applying M&E information. S/He will 
counterbalance the tendency to see monitoring responsibilities as just additional work. S/He 
will design and deliver brief workshops as well as provide on the job training. 

I ,  

During the course of the project, the consultmt's efforts will progressively be focused on 
analysis. The iterative planning frarnewort:slin each of the project's components imply the 
need for the Mission, the TAs, the PVQ rebresentative, and the GOG (as well as community 

1 ' 4  
.I! 

,t 
'The purpose here is not to build auto-evaluation capacdy among ~ i n ~ k h  representatives. That may he an unanticipated imp.&. hut ths 

purpose 1s to track AID'* dollm. Ongoing XlRrE will he indlvpenaahlr in mia wch M teacher training (uhat is the result of tcachm' guides?), 
commun~ty in~tiatives (what is the rewlt of  FVO support?), etr. Also. the project is training intensive. Training coupled with the project's cepacib 
hctld~n!: purpow imply a need to develop impact indicators and measurements uhich arc analy?ical rather than dslrcriptive (r.g.. h's of seminerr. 
e's of people trained) I- 
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members, school based personnel, etc.) to make ongoing decisions about project direction. 
Analyzing the data collected, identifying the need for additional data collection schemes, and 
preparing to present conclusions in user-friendly formats will be substantial tasks. 

The consultant will play a liaison role between the FQEL partners: a) identifying USAID's 
needs for information, communicating them to relevant parties, and working with those parties 
to develop responses and b) assisting relevant parties to respond to an increasing number of 
demands for qualitative. school and classroom based data. Developing and coordinating data 
management schemes will require skill and effort. 

Recruitment of kT&E Consultant(s): The Mission will need to decide whether to phase in a 
more sustained M&E specialist role in the project. If the mid-term evaluation indicates that 
option would seem desirable, potential Guinean candidates should be considered for 
recruitment. Guinean returned Long-Term Overseas Participants, under- or unemployed 
educators or researchers might constitute a potential pool of candidates. A phase-in, overlap 
period with the initial consultant, andlor training via attendance at AID-sponsored and other 

- seminars/~vorkshops may be appropriate. The initial consultant should be encouraged to 
- identify and train potential candidates in the course of hislher ongoing work. 

Alternatively, or additionally, the Mission might consider hiring an MRrE officer for HRDO 
(FSN or PSC). S M e  could work full-time for the first year, clarifying needs for information 
and setting up appropriate tracking/monitoring systems. After the first year the need for a full- 

!i time position would be evaluated. That position would be funded outside of the institutional 
contract because responsibilities would be to ensure that the Mission's needs are met. 

Given funding possibilities, one advantage of filling a full-time position immediately is that 
systems will be established and tested sooner. One potential disadvantage is that, in the event 
that the project gets off to a slow start, use of the officer's time would not be maximized. 
Another is that the intent to identify potential candidates in the course of the project might be - - 
diminished. 

"4 - 
7. Annual Review Meetings -- TA team, Mission, GOG partners, additional stakeholders as 
appropriate (implemented just prior to API exercise) 

The M&E functions of these meetings are to: assess progress and results to date, assess the 
efficacy of the mbnitoring systems in place, identify necessary corrective measures relative to 
monitoring, identify emergent indicators of success and begin to develop measures/procedures 
for tracking progress toward them. Conclusions, findings, and lessons learned that emerge 
from ongoing monitoring procedures will be incorporated intc planning during these meetings. 

= 

' 8. API exercise (yearly) 
!i 

Following directly on the Annual ~ e v i e w  Meeting, the API exercise will serve as USAID's I 

internal mechanism for capturing the FQEL's actual planned and unplanned results and 'Y 
, intermediate impacts. Mission senior management should ensure at this point that lessons c., 

learned and "success stories" are disseminated throughout relevant offices. 



9. Mid-term evaluation (6 weeks formative, participatory exercise after 24 months of project 
start-up, not later than 30 months after project start-up) 

The primary purpose of the evaluation is to assess the actual versus planned progress toward 
the outputs, purpose and (eventually) goal of the project. It should provide USAID with 
recommendations for any midterm adjustments in the project design. It should signal to 
USAID significant problem in project implementation. and provide recommendations. 

An external evaluation team will work collaboratively with Guinean counterparts, assigned to 
the team by the PASE National Coordinator. The Mission will need to assess, prior to the 
evaluation, whether participation of the national "Cellule" is appropriate. Given the range of 
issues and questions the team must address, a variety of evaluation models and methcdologies 
will be appropriate (goals based, decision making, esperimental/naturalistic and quantitative, 
qualitative, etc). For example: A goals based model is advisable to assess the progress of 
project activities, while an experimental design exploits the potential to ascertain the effect of 
project interventions in pilot areas. Focus group discussions and in-depth interviews conducted 
in national languages will likely be an effective method for ascertaining the degrees and ways 
in which community participation in the FQEL process has "worked." Classroom observations 
may be appropriate for addressing questions related to teacher training The Mission may 
decide how to structure the evaluation after approximately 18 months of project 
implementation. The M&E specialist may also be called upon to provide recommendations 
about evaluation models. 

Issues to be considered during the mid-term evaluation are: 

Implementation vis-a-vis design. Has the project design, as presented in the logical 
framework, been implemented according to schedule? What problems have appeared, and 
solutions attempted? What adjustments to the implementation plans or project documents are 
advised? 

Design issues. What are the pros and cons of the FQEL approach? What evidence exists 
that progress toward outputs (OVIs) will lead to achievement of the project purpose 
(EOPIs)? What are the pros and cons of the rolling design? What have been the positive 
and negative features of the PVO contract mechanism? What adjustments to the design are 
recommended? 

Financial status. Have expenditures been executed according to planning documents? 
What problems have been encountered and solutions attempted? What remedial actions are 
advised? - 

Technical assistance. What have been the contributions and problems associated with the 
tong and short-term technical assistance? Has the intensive long-term assistance proven to be 
cost effective? Has high quality technical assistance been provided in's timely manner? 
What has USAIDIGuinea's experience been in using the mechanism to procure 
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technical assistance? What modifications are advised? In what areas should further long and 
short-term assistznce be provided? Where does the TA team fall on the continuum between 
skills transfer and performing the job? How could the TA team improve skills transfer? 
What directions are advised concerning a longer term M&E specialist? 

- Capacity building. In what areas and to what degrees has capacity building been 
demonstrated? What obstacles to capacity building does the evaluation feam recognize? 
What remedial measures are advised? 

- USAIDJG's intewentions in educational quality. The FQEL project represents the 
Mission's first set of efforts in educational quality. What problems have been encountered 
and solutions tried? What lessons have been learned to date? What have been the positive 
and negative features of donor collaboration in quality? What recommendations are 
suggested for the future? 

Mission management. Wha,t have been the strengths and weaknesses of mission 
management? Have qualified, senior level personnel been made ava~lable to guide project 
direction and ensure its steady implementation? What remeaial actions are advised? 

Actions to be taken during the mid-term evaluation: 

At a minimum, the evaluation team will need to spend 2 weeks in Conakry at the outset to be 
briefed on the project, review documents, and contact Ministry representatives. Two to three 
weeks will be spent in the field, at regional, prefectural and sub-prefectural levels, as per each 
individual team member's area of responsibility. The remainder of the time will be spent in 
Conakry for follow-up investigations, testing of findings and report writing. 

10. Final evaluation (6 weeks summative, participatory exercise after 48 months of project 
start-up, not later than 8 months prior to PACD) 

The primary purpose of the final evaluation is to make a judgment about the overall worth of 
the project. It should provide USAID with information necessary in determining whether, and 
if so, how, to proceed in the education sector in Guinea. 

Like the mid-term evaluation, the final evaluation will employ a participatory approach. It 
will be conducted by an external team and GOG counterparts. The Mission will need to assess - 
whether participation by representatives of the national "Cellule" is warranted, as that unit's 
role and official attributions evolve. While multiple methodologies will be appropriate, as in 
the mid-term evaluation, the final evaluation will be driven by a goals-based framework. The 
question, "Has the project worked?" must be answered in a manner which satisfies the 
Mission. 



- 

Actions will be identical to those of the mid-term evaluation: a '-week briefingcontact period 
in Conakry, a 2-3 week investigative period in the interior of th'e country, and a follow-up/ 
report writing period in Conakry. 

Issues to be considered during the evaluation are: 

Project accomplishments. Have the EOPIs been achieved? What progress has been made 
toward the purpose and goal levels? What outcomes, results and successes are attributable to 
the project? What elements contributed most significantly to successes? 

Project failures. What have been the shortcomings of the project? What elements 
contributed most significantly to project failures? 

Financial status. Has the project budget been executed as planned? Why or why not? What 
options are available and recommended to USAID for the future? 

Design issues. What are the pros and cons of the FQEL approach? What are the pros and 
cons of the rolling design? What have been the positive and negative features of the PVO 
contract mechanism? What adjustments to the design features are recommended to USAID 
for the future? 

Technical assistance. What have been the contributions and problems associated with the 
long and short-term technical assistance over the life of the project? Has the intensive long- 
term assistance proven to be cost effective? If modifications were implemented since the 
mid-term evaluation, were they effective? Has high quality technical assistance been 
provided in a timely manner? What has USAID's experience been in using the 
mechanism to procure TA? What modifications are advised for the future? Where has the 
TA team stood on the continuum between skills transfer and performing the job? What 
have been the successes and shortfalls of the M&E Specialist(s) mechanism? What 
directions are advised concerning a longer term M&E specialist? 

- 

Capacity building. FQEL's purpose has been to build capacity. In what areas and to what 
degrees has capacity building been demonstrated; been impeded? Why/why not? What - 

lessons have been learned? , 

Mission management. What have been the strengths and weaknesses of mission 
management over the life of the prqject? Have qualified, senior level personnel been made - - - 

available to guide project direction and ensure its steady implementation? What 
modifications have been implemented since the mid-term evaluation, and to what effect? 

1JSAID/Guinea7s future role in the education sector in Guinea. What are the cumulative 
strengths that USAID brings to the sector? What are its weaknesses? What is the evidence 
for USAID continuing in education? What is the evidence for USAID 



Progress and results since the mid-term evaluation: Implementation v i s -h i s  design. Has 
the project design, as presented in the logical framework, been implemented according to 
scheduie? Were problems noted in the mid-term evaluation addressed, resolved? How? 

Other relevant issues that the evaluation team notices, ey., accountability, donor 
coordination, GOG performance, project agreement. 

1 1. Audits (as per relevant Agency directives) 

REPORTING PLAN 

1. Technical Assistance experts will submit quarterly reports to the COP. The primary 
purpose of the reports is to monitor progress. Reports will serve as a significant source of 
information for USAID's decisions and judgments about project management, implementation, 
and future directions. 

The reports also serve as a mechanism by which TAs develop an ongoing monitoring and 
evaluation system. It is anticipated that report formats will be modified as their utility is 
assessed. The following is an initial set of questions to be addressed in the reports: 

ResultsIAnticipated or unanticipated effects of FQEL project interventions executed before 
the last reporting period 

Progress since last reporting period: 
Activities: 
Results: 
Anticipated longer term impact: - 

Success stories: 
Lessons learned: 
Surprises: 

l Problems encountered last quarter: 
l Solutions introduced and results: 
: Financial reporting (as consistent with USAID requirements) 
;Progress last quarter toward (relevant output): 
*'e.y, "Improved sectoral strategic management" or "Fundamental quality and equity inputs, 
standards & criteria dynamically defined" 

Objectives for next quarter: 
Activities planned for next quarter: 

l Procedures planned for tracking and measuring their results: 
Resources needed: 

2. The PVO representative will submit quarterly reports td the Mission project officer. The 
format suggested for TAs will be used initially. Modifications will follow as nece&ry The 



COP and Mission officer will disseminate TA and PVO reports to relevant stakeholders as 
appropriate. 

3 PIRs will be re-written so as to be consistent with the approved project logframe and to 
provide information required by Agency directives. PIRs should be modified in accordance 

- - - with the project's rolling design. - 
- 

- 
4. Annual Review Proceedings. The COP, TNPVO team and GOG will identify a 
mechanism by which project status. results, problems. successes, lessons learned-can be most - 
effectively documented and disseminated (e.g., rotating chair and secretary, committee reports, 
etc). 

5. M I S  will be rewritten to reflect the modifications to the new CPSP as discussed in 
Section 1.6 of this document. While the project cannot be held accountable for goals level 
achievements, the reporting plan is designed to capture ongoing progress toward the goals. 

6.  Additional reporting mechanisms/formats will be developed under the supervision of the 
COP. Monthly review meetings, LT TA/PVO trip reports and site visits, short-term TA 
interventions will be documented, assessed and incorporated into iterative project plans. 

DATA AVAILABILITY, TIMELINESS, RELIABILITY AND GAPS 

Eficiency: Descriptive, demographically based data is currently produced at various levels of 
MEPU-FP. The need for integrated systems, improved analytic capacity and increased use of 
data in policy formulation and implementation is discussed .-t length in this document and 
others made available to the design team. The provision of training and commodities through 
the FQEL project is focused primarily on addressing the specific and systemic (e.g., classroom 
level data, data management, etc.) gaps in data collection, analysis and use. Additionally, the 
M&E plan includes TA/PVO/others collection of baseline data necessary to track FQEL 
progress. 

Quality: As above. Capacity building efforts in the FQEL project will permit increased data 
collection, analysis and use. Additionally, quality related inputs will be identified and progress 
tracked through ongoing assessnlents and evaluations in the teacher training and instructional 
materials components. 

Equity: The principle sources of baseline data currently available are the Equity Committee's 
5-year plan, the Equity Committee's's working notes, GOG documents such & the census, 
and MEPU-FP statistics, generated by the SSP. All are readily accessible. With the exception 
of the census (1983)' they are relatively up to date. The reliability of statistics (demographic, 
school-based), while in  some cases admittedly questionable, should not greatly impede the 
effectiveness of the M&E plan. This is for two reasons: I) Patterns will still be evident (e.g., 
changes in girls' participation in schooling at the pilot project zones). 2) The project provides 
interventions to improve capacity in data management. 
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INDICATORS, BENCHMARKS AND MEASURES TO TRACK FOEL PROGRESS, 
RESULTS AND IMPACT 

As stated in Chapter 3, the iterative, rolling design of the FQEL project poses particular 
challenges to monitoring and evaluation. Targets will be determined in the course of project 
implementation. The continuous collection of baseline data, and the bl&E specialist's 

A interventions will, however, ensure that progress and results are tracked. While the project 
cannot be held accountable for goals level achievements, the intensive data collection and 
analysis efforts of the project will permit increasing capacity to track progress toward impact. 

In Chapter 2 of this document, an illustrative time-phased indicator matrix is presented for 
each of the project components (Section G). It will be revised and quantified in accordance 
with iterative plans, but constitutes a set of indicators and benchmarks which will likely be 
used in monitoring and evaluation. It is designed to track progress at the "Activities" level. 
The following matrices are designed to track progress toward the Outputs/Results levels. 
Longer term results may be tied to purpose and impact level achievements. The matrices are 
a!:o illustrative, and will be revised and quantified in the course of progress implementation. 

Short-term and medium-term indicators and measures will be considered during mid-term 
evaluation. Medium-term and longer-term indicators and measures will considered during the 
final evaluation. 

Illustrative Outputs/Results level matrices follow: 



ILLUSTRATIVE TiME-PHASED TNDICATOR MATRIX: OUTPUTSIRESILTS LEVEL 
(These are process indicators retlectivc of anticipated results of intensive tritiningfI'A intcwentions. 

Quilntitirslobjectivrly vuritiahle measures are to he developed through TtWIRE Specialist ongoing efforts.) 

Output 1A: Improved sectornl strategic management 

OVk 

Regular assessment of 
progress m relallon to 
gods 

GbincL'CP CE w e s s  current polrcy 
envlr., IRFcvDPEs .IS..CSS ;;'central 
level coordln~t~on of responsihs.. 
SSP assnses in10 needs for planning 
mdysi:. policy suppon strategies 
ident~fied. SSP adoph key FQL 
indiwtors 8 begins wslysis 
including gender % quality indicator 

Gods, polic~es & 
programs adjusted 

h t l d  options generated through 
discuss~onsiround tlhles; 
methodology adopted lo measure 
FQEL indicaton; build on consensus 
to try out vmous mex<ures 

Stakeholder feedback 
mcorporated into 
h s i o n s  

CabrncL CP dcmonstr~tc incresed 
plmning S ~ ~ ~ l y ~ i c ~ l  c.~pdci~. 
IREYDPE.;' rewse plms d 
stntegle.; In accodmcc up resource 
allowtions mtei ' coordlnmon of 
roles 9 rcsponsibil~~ies ulthrn 
MEPLT-FP enhances rchicvement o 
cmerglng go; : rncreacd use of 
malytlc models. geogaphic Info 
systems adopted % used; dabbase 
shmng hcnvem DAAF 8 SSP 
regular huslnrjs 

SLlkeholders ~denl~lied; consultat~on 
w/stdeholden held rcgululy; 
stakeholder pmlc~pation process 
developed; Issues raised In Atelien 
dc RentrCe become mcorporated into 
policy 

Analysis, assessmt. 
:onsullation 8 
lecision maktng 
~roccsscs at DPE level 
opl~cnted 

H~ghcr degree of d o  
proccssingplicy nna1ysis lends to 
esbhl~shment of hns~c pollcy 
fonnulat~on process; FQE indicator 
widely used m ~.II.I collection % 

analysis; mstltutlonali7ed 
conventions % procedures uslng 
systcm ddtl lo form pohcy; SSP % 

DAAF use other sources of d a b  to 
suppon their oun  p r o g m s  

Informallon plnnn~ng 8: ed plmning 
needs tlssessments ~onducted: 
training 6 computers prowled ut 
prlot projcct site.;; tralnerl personnel 
conduct C m e  Scol;irre revised for 

CabineLCPIDrWF:SSP develop 
delivery strategies responsive to 
communltv feedback; budget 
proccss demonstrates more integrity 

6 pcrmlts improved mpnt  of 
retources; funding allocations rue 
acturlly received (increases by 20 
percent per yes) ,  P of APEAEs 
tnsreawd. are able to apply more 
prerrurc through umbrella groups 

F~ndings % conclus~ons from DPE 
level consul alronu. pllot projects 
dlssem~nated through appropriate 
ford; DPEs plmnlng h c ~ r  o u n  
rtrutegv for FQEL; consultation 
meellng.; w1APEAF.s 

I Smple  

Long-term 54 Years SlOVs 

Improvcd qu~llly of sLmst~al LI.ILI 

gedter cornmunutroc m d  
coordinat~on hetueen central S 
decentml~zed Ic\els cumulatne 
success in sdoptmg Org Detmt 
t rmeuorks  + ptlot project r r d t s  8 
~chiev.  test results lead to 
~ntemdizert systcmlc ongoing 
stcssment 

Policy Round Table proceedlnsr.. 
.At1 Rcntrce docs.. Policy suppon 
stntcg~es. Action P l m r  sr It oiishor, 
trg euls;compmson of needs 
zsessmls. h;lsel~nc data S emergent 
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hued  on results of last 5 p. 
SEPU-FP enters Into addit~onal 
rgeements ufith o&ar donors In 
area it 3i~oTdS high pnonly; 
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rcconls. qunnerly reports. DPE 
repom. COG Annudl ReporL 
scmlnv notes. Annual Rev~ew 
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Output 1B: Improved planning and provided framework for quality and equity improvements 
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s ~ t e  \IWU qua'lcrly reports. SGO 
repon% CE repom. 

Shon-tcm 1-2 

Trxnmg p r o ~ ~ d c d  In each of the 3 
project components. Anyone l r a ~ n d  
can cite 3 quahly or cqu~ly ylputs C 

can cupIan why how they contnhutr 
to quallp equrty. 

- 

Sfed~um-tcnn 3-4 y r y s  Long-tnm S*  Years 

Fecdhack loops strcn&mcd Iternt~vc process of sLJicholder 
between cvmmun~t~cs, schools. consultauon % cons~nsus h u ~ l d ~ n g  
decentnl~zcd S c e n h l  level developed. Stakeholder consultnt~on 
NEPU-FP pcnonncl. LLJrcholdcr becomes ~nst~tut~onal~zed: 
mcmbmhlp ~ncre~scs  ~n membership dctined % made formal 
consultauons hctwccn center's 
periphcr?' 

Capacity strengthened across 3 Improved S expanded ~nfonnrtron 
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Output 1C: Fmproved and decentralized information use and management 

Short-term 1-2 

nfomal~on system tc 
uppott management 
Iec~stons for FQEL 
mplemenh~~on 
leveloped 

Needs sscssed. lcltntng % computer 
pro\lded; Local Area Kework 
~mplemented; pdot projeclr hcgun 

Pollcy mund tables hegm - 1 to 3 
sesslons 

Syttems modlficd ~n response to 
ongolng msertmen~tfind~ngs from 
p~lot projects; 
reporting fonnak retponslve lo 
cl~ent nerds de\eloped w d  uwd; 
d a b  collect~on B ddb hwc 
management vvemllned 

Anaht~c models (eg s~mulilflons) 
devclopcd & used. ~ n s t ~ t u ~ o n a l ~ z e d  
conventions O procedures uilng 
System d a b  10 f0I'lTl poil~y. 
horizontal S veruc~l tecdback 
loops + continued tr.llnlng lead to 
improved % rncre.wd qual~tat~vc 
d a b  mal>rcs; ~ncrrased 
d~ssem~nnt~on of d:~b & malvses 
across s c n w s  * rontlnucd tralnlng 
lead to enhmced \Law 11cdl malysl? 
& Interpretallon, ddl! collecl~on 8: 
unnlys~s rely lncreusmgly on h e  
classroom u the unlt of ~ ~ I Y F I S .  

Geographrc ~nformat~on s\stems 
adopted B u e d ;  d ~ t a b ~ r e  shmng 
hchveen D M  8: SSP firmly 
~nwut~ondl~zed ,  
APEAEVXGOSIDPES partlclpatc In 
data collecl~on & analys~s on m 
ongolng b m s  

Improved rel~ahll~ty & v a l ~ d ~ t y  of 
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Output ID: Improved and decentralized budget and financial management capacity 
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Output 2: Development of teacher support services and improved instructional design to improve the 
quality of primary education 
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Output 3: Improved conceptualization, planning and implementation of equity programhitiatives 
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K O  r r p o m  Cvtc Scolalrc. 
CETlhmet reports quvrerlv mpom 
slle VISILS. schooI y e s  reports. 
teacher tranrng modules. manuals 8 
teachers guldcr CIi stratcglc plms. 
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LIST O F  STUDIES, EVALUATIONS AND ASSESSMENTS DEALING WITH 
THE INSTITUTIONAL STRUCTURE AND CAPABILITIES 
O F  THE MINISTRY OF PRE-UNIkTRSITY EDUCATION 

AND PROFESSIONAL TRAINING 

Several studies, evaluations and design efforts have dealt with the topic of the 
institutional/management structure and capacity of the MEPU-FP. Recent GOG planning and 
policy documents, issued, under consideration and in draft, detail the most recent structure of 
the MEPU-FP, the policy formulation, decision making and planning processes and identifies 
the participants. The most relevant of these are: 

1) Evaluation du System Educative Vol. I - Axe 3, Functional Audit of MEPU-FP; 1994. 
(Pages 223 - 254) 

2) Recommendations for Rehabilitatiny the System Vol. 111 of Evaluation du System 
Educative, 1994. (Pages 2 - 15) 

3) Limited Technical Assessment - Selective Analysis, 1994. USALDIConakry by Educational 
Development Center Chapter on Education Planning. (Pages 9 - 39) I 

4) Conditions For Achieving the 53 percent Target at the Primary School Level by Year 
2000, for USAIDIConakry by Miala Diambomba, March 1995. (20 Pages) 

5) Mid-Term Evaluation - Guinea Education Reform Support Project, USALD Conakry by 
Creative Associates, Inc. April 1993. Section lV, Management and Administration of 
Public Sector Education. (Pages 43 - 75) 

6 )  Draft Appraisal Report, Equity and School Improvement Sector Investment Project, 
January 1995. 

7) Projet De Reorganization Du MEPU-FP. Republique De Guinee. March 1995. (In Draft - 
Under Consideration 62 Pages) 

8) Guinea Education Sector Reform Project Documents: Original PAAD - 1990 - Section D: 
Institutional Analysis, (Pages 54 - 61) 

9) Project Paper Supplement, Annex C, GOG Educational Policy, Objectives and strategies. 
July 1994. 

10)Rapport de I'Assistance Technique: Direction des Affaires Administsratives and 
Financiere. USAlDIConakry by Joe De Stefano. March 1995 (17 Pages) 

11)Pro.jections Budgetaire et des Circuits de Financement du Secteur de ]'Education pour 
PASE 11, Republique de Guinee F. Abillama. December 1994. 

12)Fundamental Quality and Equity Levels Pro-ject - PID. 
(Nov. 1994). 
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SOCWL ANALYSIS 

Two basic questions shape this social analysis: 
What is needed to achieve equitable access to schooling for all Guinean children, male and 
female, urban and rural; and 

What social resources within Guinea are available to support schools, and what is, or can 
be, the nature and extent of their support? 

Unequal access to education, and available support rest, in turn, on the underlying realities of 
rurallurban disparities coupled with lack of infrastructure; poverty and the costs of schools and 
schooling; gender disparities in access; and ethnic differences from one socio-economic area 
to another. 

The Social Context: Guinea is primarily a rural, agricultural country endowed with ample 
rainfall and considerable mineral resources. Only 27 percent of the population lives in towns, 
17 percent in the capital itself. Many parts of the country still lie beyond the reach of all- 
weather roads, though the road network is improving. Outside of Conakry and a few major 
towns therz is no electricity; even in towns it is uncertain, available only a few hours a day 
during the dry season. 

Poverty, especially in rural areas, limits parents' ability to send all their children to school. 
One researcher (Alhassane Sow, 1994) estimates the initial costs to a family of enrolling a 
child ia the first year of elementary school at from $16.75 to $1 9 (boys' uniforms cost 
slightly more than girls'). One-time expenses, including the fee for a birth certificate and the 
cost of a table-bench, inflate this figure by about $7 which need not be paid in subsequent 
years, but, on the other hand, the costs of food and incidentals proved impossible to estimate. 
These are likely to be highest for those rural children who must walk three or more km. to 
and from school each day. 

Indirect costs are also elevated, particularly in the case of girls. Children of school age make 
an important contribution to a family's livelihood. Girls, especially, help their mothers by 
tending small children and helping with household chores like fetching water, freeing the 
mother to cultivate her crops, a major component of family subsistence. Daughters as well as 
mothers also engage in forms of petty trade that make an essential contribution to a family's 
cash income. Girls' economic importatwe to their family is one of two major factors 
contributing to their low enrollment rates, compared with boys' - one girl for every two 
boys in school. The second factor is said to be concern over unwanted pregnancies, a stain to 
family honor. 

Guinea comprises some twenty ethnic groups (Nelson 1976) practicing a range of agricultural 
and agropastoral forms of production. Table X is based on the 1991 Social and Institutional 
Profile (SIP) for Guinea (Waldstein, et al. 1991). It presents some of the salient differences 
between the eight socio-economic zones identified by the SIP team. The male:female ratio is 



a rough indicator of male out- or in-migration in search of wage labor to supplement farming 
production. The relation between the percent of land area and percent of population gives a 
general idea of relative population densities. Diversity is particularly apparent in terms of 
ethnicity and the main economic modes of production. 

Some common threads are woven into this tapestry, however. Villages, ranging in size from 
150 - 600, depending on the ethnic group and area, are the typical settlement pattern 
throughout Guinea. Particularly among the major ethnic groups - the Fulbe and Malinke, 
constituting, respectively, a little over and a little under 114 of the population, followed by the 
Soussou at about 118 of the population - society tends to be organized hierarchically. 

Villages have traditional heads and councils of elders. Social groups include clans, which are 
sometimes ranked by order of settlement, or occupational castes, or both, the details varying 
from one ethnic group to another. In most of Guinea, inheritance and group membership 
passes through male lines. Women in Guinea usually pass from their family of birth to that 
of their husband and, throughout their life, remain subordinate to the authority of a man, 
either their father, their husband, or a male relative of one or the other. 
Because of the high proportion of Muslims in the country as a whole (over 90 percent) 
koranic schools are far more widespread than public schools. Though most of them are 
limited to teaching the Arabic alphabet and the suras of the Koran, they offer an introduction 
to schooling, and in some places, a form of literacy which is often overlooked. 

Ethnographic details can be found elsewhere (cf. the SIP). It suffices to note here that 
traditional institutions - village councils, village headship, clan membership, caste, and 
religious organization - are still active in local social organization, along with the newr  
government structure of districts, prefectures, and sub-prefectures. These traditional 
institutions are still used by Guineans to mobilize community resources for development 
activities, including schools. 



Socio-economic zones: Diversity in Guinea 

Equitable Access to School: Though there are regional disparities of access to school in 
Guinea, it is clear that a maior equity fault-line lies behveen the rural and the urban 
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population. While only a little over a quarter of Guinea's population lives in urban a r e a  - - 
Conakry or a major regional town - up to now, city and towns supply 80 percent of the 
school population. Town classrooms are bursting with sixty to a hundred or more pupils, 
despite double-shifting, while the dispersed rural population i s  not always able to support class 
sizes of 25, even when multigrade classes are formed. Many rural children still live so far 
from the nearest school that getting there constitutes a serious hardship. Few pupils persist 
when the distance to school is in the three- to five-kilometer range, and many live even 
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farther away. 
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* I he authors were unable to esplam ttus anomaly. 

Girls, like rural children, are disadvantaged in terms of access to school and those who do 
enroll are more likely to drop out than their brothers Although in Conakry girls constitute 
over 42 percent of enrollments, in rural areas overall only 26 percent of primary school I' 
children are girls, yielding a national percentage of about a third of the pupils being female. 
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Many of the constraints girls face are the same as those of other rural children: distance to 
school; the direct costs and opportunity costs of sending them to school instead of benefitting 
from their help at home; the discouragingly poor condition of some rural schools; 
inappropriateness of the curriculum to the exigencies of rural life; and the sometimes 
exploitative use of student labor by their teachers. In addition, parents fear the possibility of 
an unsupervised girl becoming pregnant. Marriage, frequently arranged soon after puberty to 
conserve the young wife's virtue, also pulls some girls out of school early. 

3 

25 

6 

4 

20 

I5 

15 

100 

I 

10:11 

13:15 

7:: 

20: 10 

25:13 

9:lO 

0:17 

Relidan 

Iclm 

>lode of 
Pr vclctiun 

mangrove rice: rainfed ag.:frFhing 

Fulhc. some 
Sou.sou 

Fulhc 

Fulbc 60 pcrcat: 
others 

XfalinkC: w. Kissi. 
Fulhe 

XlalinkC 

Diverse (Llmde 
groups) 

Divme: hy 
neighborhood 

Islam 

1sl.w 

Islm: a few animist 

Islm (86 percent); 
Catholic 

Islam 

Traditional rUiican: 
w. Islam, Catholic 

Islam: Christian 
minority 

Ag: rice. fonio perauts: mining 

- 
AX: sereds: veg.: fruit livestock 

- 
ago-pmtonl. some hunting 

-. 
shifting dq?ilm& permme;rt and 
floodplain agricu!t. with livestock 

alluvial ternce. Aifling dtylmb and 
floodplain a.gricuh; gold 

slash-and-hum & i1:tcnsive a.+cult; 
cash crops: cotrce, cocoa, kota - -- 
public sector. commerce: wforiau! 
sector (74 percent): mfg. (13 per;:nt) 



- Parents perceive, as well, that the chances of a g r l  capitalizing on her education by landing a 
salaried job are slitn, compared to those of boys. Lastly, in some places teachers have been 
found to underestimate girls' ability to learn and to favor boys. 

The issue of why girls, and, secondarily, rural children, are kept out of school has been the 
subject of at least five studies in the last five years. The problem is what to do about it. As 
one researcher has put it, "despite what we expected, [the problems] shov; little variation from 
one resion to another" (Sow 1994, p. 4). It may well be that. :sther than the problems, it is 
the solutions that will vary from one place to another. Many of them. in turn, lie outside the 
scope of the educational system, in the improvement of working conditions for women, for 
example. Some that do lie within the compass of the system, such as provision of schools in 
sparsely settled areas, may prove unduly expensive in a time of tight budgets. 

It may be time to turn from the question of why girls do not enroll in greater numbers to the 
issue of what alternative kinds of educational support to offer young Guineans who have 
dropped out cr  have never gone to school. A study of the needs of unschooled youth and 
dropouts, for example, may be in order. 

Mobilizing Social Resources: Under current economic conditions Guinea does not have the 
resources needed to provide access to school to all its school-age population. Encouraging 
local communities and private groups to take the initiative in supplying schools is one 
approzch to relieving some budgetary constraints to expansion. In fact, in recent times rural 
communities have been organizing to build their own schools, sometimes with N W  
assistance. Once a school exists, Parents' Associations (APEAE: Association des parents 
d'eleves et des amis de I'ecole) play an active role in supporting and supervising them. In 
t3wns private schools, which can now seek official authorization, are multiplying. Each of 
these will be discussed here. I 

Community Snipport for Schools: Community demand and support for schools seems strong 
at this time and growing. In places we visited, if a school was not the community's highest 

I priority as a development project, it came right after a health clinic. To mobilize the 
population to build a school, communities relied on various traditional as well as modern 
institutions. Traditional village heads with their councils of elders often initiated 
establishment of a school; among the Malinke, youth associations, a traditional institution 
composed of a village's men from mid-teens to about 35 in age, sometimes raised a school 
building fund by hiring out their lablot' as a team on other people's fields. District presidents, 
the local representatives of the modern governmental system, also sometimes played a critical 
role in starting school-building activities. - 
Villages generally had the means to assemble materials for the walls and sometimes for the 
roof of the school and usually did it, as a first step. They were also capable of supplying 
labor to build the school at a site they designated. They needed assistance primarily for 
securing adequate window lattices and doors. Villages also duly applied to the DPE carte 

3 1 scolaire for approval of establishment of the schools they built. Not all gain approyal, but at 



this point the DPE carte scolaire appeared primarily to be responding to demand of this sort 
in designating school sites. In sum, the time is opportune to focus on responding to the 
existing, and probably growing, demand for schools as a means of enhancing equitable 
distribution of schools in underserved areas. 

The Role of  NGOs in School Support: Both international and Guinean NGOs are legally 
recognized and active in Guinea. In addition to their usual role in contributing to the 
advancement of the rural economy, a sub-set of Guinean NGOs play a distinctive role in 
establishing rural schools. 

Both kinds of NGO support schools in either of two ways - indirectly or directly. Indirect 
support comes from NGO development activities of various sorts that contribute to raising 
income and stimulating economic advancement in the areas in which they work. It is 
common to find villagers applying some of these new resources to founding a local school for 
their children. A second form of indirect support consists of supplying amenities such as 
water points close to village homes and other labor-saving devices for women. Lightening a 
woman's workload means she is less dependent on her daughters' labor contributions to the 
household and can permits them go to school. 

Both international and national NGOs also provide forms of direct support to school-building. 
A particularly important direct contribution to the school system comes from a sub-set of 
Guinean NGOs that consist of educated native sons and daughters of a particular village 
(ressortissants) who form an association with the primary aim of establishing a school (and 
sometimes other amenities) in their home town. These associations, consisting of resident$ of 
Conakry and of the village, act by mobilizing the village to undertake school building, 
renovation, or expansion and by raising a fund to support these activities. They incorporate 
as a NGO partly in order to apply for assistance from outside donors. Providing some sort of 
support for their activities could contribute directly to making schools more accessible in 
under-served and rural areas. 

The Role of APEAEs in School Support: APEAEs come into existence after a school is 
established and running. Though they are not the initial support institutions for the schools,, 
they play two major roles in supporting the operation of the schools: an administrative role in 
supervising attendance (and probably good conduct) of both teachers and pupils; and a linking 
role, conveying school needs to the wider community and commhity concerns affecting the 
school to thc school staff. 

Private Schools: Private schools are essentially an urban phenohenon. A few private 
franco-arab schools exist in rural areas alony with an even lower number of Christian schools. 
Shortly after the establishment of the second republic, legislation was enacted in 1984 to 
authorize private individuals or groups to build and open schools. The number of private 
schools since, authorized and otherwise, has mushroomed, particularly in Conakry. In 1993-4, 
fifty were authorized and operating in the capital alone. Another 35 accredited schools 
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existed in the other four regions, evidently mostly located in major towns (Annuaire 
Statisti que 1993-4, pp. 1-6). 

Private schools suffer from some of the problems, such as a dearth of tests, that beset the 
school system as a whole. They are able, however, to get qualified teachers easily because 
the public system is unable to absorb the pool of newly qualified EN1 yraduates, leaving 
many to seek employment elsewhere. 

Private schools undoubtedly offer a safety-valve for demand for higher quality education 
which is not subject to the overcrowding of urban schools. By mobilizing the resources of 
parents who have the means to pay for their children's schooling, they may relieve a little 
pressure on the public budget. By serving a vocal and politically influential public they also 
hold a privileged position within the school system. There is an association of private 
schools, APEP (Association pour la Promotion des Ecoles Privees), to represent their interests. 

Expanding Schools and Finding Teachers: Establishing schools in remote areas is a 
necessary condition for promoting equity of access for rural children and girls. The most 
sustainable way to do this is to respond to overt demand for schools, since communities that 
take the initiative in requesting permission to establish a school are the most likely to remain 
active in its support and maintenance. Such demand exists at the moment in Guinea. 

The most obvious constraint to this expansion is not community motivation to build and 
maintain a school, nor the availability of qualified teachers, but the government's financial 
ability to pay teacher salaries. The ENIs have produced so many graduates that there is 
currently s waiting period of about three years before the government assigns a graduate to a 
teaching job, even on a temporary, contractual basis. There is no lack of classes for these 
recent graduates to teach. Rural schools are being built by communities so fast that there are 
empty classrooms in the pew schools of Faranah prefecture, for example. 

- - - - 
MEPU-FP bas been very active and has had to push hard with the Ministry of Finance, first 
to get the increases irk schoolteacher staffing it has achieved, then to get thelinoney in the 
pipeline, and finally to get it out to the teachers. Teachers on temporary contracts had not 
been paid for the first six months of the 1994-95 school year. Permanent teachers already in 
the system had been getting paid regularly; newly assigned permanent teachers had not. 

The ComitC d'EquitC: Within MEPU-FP, the advisory committee primarily concerned with 
FQEL equity standards is the Comite d7Equite. 

- 
Established as a Working Group on Equity in 1992, the Comite d ' ~ ~ u i t e  was made a 
consultative organ of the ministry in late 1994. Under the aegis of the Comite d ' ~ ~ u i t e ,  two 

l' 

studies of constraints to girls' and rural children's education were carried out, and the policy 
I on pregnant students was modified to allow unmarried as well as married girls to return to 

school after giving birth. 
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During the course of 1995, USAID provided a full-time technical assistant, a communications - 
- 

specialist, to the committee. With his guidance, the Cornite d ' ~ ~ u i t e  embarked on an active - 

publicity campaign to promote girls' enrollment in eight prefectures with low female 1 L 

enrollments. The ser~sihilisatior~ activities include use of broadcast and printed media, songs, 
dance, and theater to promote girls' enrollment. It has also designated, trained, and minimally 
equipped two local promoters in each of eight low-enrollment prefectures to spread the word. 
Although there is as yet no evaluation of its activities, they appear to have stimulated demand. 
Some schools in the target areas now have waiting lists nearly as long as their enrollment lists 
for the first year. The time seems ripe to try to address equity problems with a broader range 
of interventions. 
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DESCRIPTION OF POSITION RESPONSIBILITIES 

Scope of Work 

Chief of Party and Senior Planning Advisor 

1. Assignment Purpose: The Chief of Party will be responsible for the overall management 
of the TA Team. Helshe will be responsible for ensuring that the requirements c?f the TA 
contract are rnc; In a timely manner. Helshe will perform the principal liaison function 
between the TA team and the MEPU-FP and between the TA Team and the USAID 
Mission. Helshe will also be the Senior Policy and Planning Advisor to the MEPU-FP with 
direct access at the level of the Secretary General of MEPU-FP. For administrative and 
coordination of activities he will work directly with the Chief of the Secretariate 
TechniqueIComite' du Pilotage pour le MEPU-FP. (Meaning Mr. Souare') (N.B. The CP is 
no longer the CP for the PASE only but the whole of the MEPU-FP) 

2. Exuected Outcomes: The Chief of PartyISenior Planning Advisor, by managing the 
human and physical resources available to the project, will have overall responsibility for 
ensuring that the project activities are carried out in a manner that the objectively verifiable 
indicators are achieved. Helshe is directly responsible for ensuring that necessary resources 
are made available to implement the M&E plan to meet the USAID's requirements for 
monitoring and evaluation. 

3. Specific Tasks: To fulfill the assignment purpose and produce the expected outcomes the 
COP will complete the following tasks. This list is illustrative and may be modified by 
mutual agreement: 

Overall professional and administrative management of the TA team 

Liaison coordination of activities with MEPU-FP, counterparts 

Coordinate pro-ject activities with other donors, primarily through the offices 
- 

of the Comite' Pilotage. 

Supervise the activities of the three principal groups, Policy, Planning and 
Manage:nent Group, Education Quality Graup, and the Education Equity Group 

I 

Coordinate all team activities with various units of MEPU-FP 

Senior Advisor in educational management and administration to senior level 
Ministry officials 

Senior Policy Advisor on the implementation of FQLIS system to the MEFPFP 



Coordinate logistic and professional resources for team support from home 
office 

Responsible for that assuring necessary resources are provided to implement 
the project level bl&E plan 

Implementation of the incremental planning approach in collaboration with the 
USAID and the MEPU-FP 

Assure that quarterly. annual and other required reports are prepared and 
submitted in a timely manner 

Coordinate and manage the annual project progress review and fonvard 
planning, with USAID and MEPU-FP, including the preparation of a detailed annual 
implementation schedule 

Assure adequate in-country GSO type support for TA team through 
administrative assistant. (If USAID GSO services used, this can be one person. If the team 
must arrange for all local logistic support he will need an assistant or two. 

4. Qualifications: An MS or PHD in education with emphasis on policy analysis and planning. 
- 

At least ttvo years successful experience in managing a technical assistance team in the field, - 

preferably in Africa. At least five years experience in a technical assistance role in the general - 
area of education policy analysis and planning, preferably in Africa. Fluent written and oral 
communication skills in English and an FSI tested level of French of at least S/3;R/3 Must 
have basic computer skills that include Word Perfect and standard spread sheet use. If 
language or computer skills are lacking, it is the responsibility of the contractor to bring them 
to acceptable levels before assignment to the field. 



Scope of Work 

Education Financial Analyst and Administration Specialist 

Position Pumose: The Education Financial Analyst and Planner will be responsible for 
working within the mPU-FP and specifically \vi th the Direction des tlflhires Athnii~istrcrtives 
et Fitzn~zcieres (DAAF). The Financial Analyst/..\dministration Specialist will build the 
necessary capacity within the DAAF to support the implementation of the FQLIS as this 
planning framework is described in the FQEL Pro-ject Paper. He will provide the necessary 
assistance to improve the 1) budget preparation and review process. 2) personnel information 
systems, 3 )  procurement, stocking. issuing, delivery and tracking of school supplies and 
equipment, 4) system of financial accounts. and 5) internal audit capability. 

Slhe will examine and analyze the current capacity of the DAAF and work with the Director 
to develop support mechanisms for sectoral planing, policy development and analysis. The 
Financial Analyst/Administration Specialist will identify training needs in his areas of 
responsibility in the DAAF. He will also provide assistance with the development of the 
decentralized capacity of the DAAF which resides in the SAAF personnel at the DPE 
1evel.The FinancialIAdministration specialist will be a member of the FQLIS project 
Technical Assistance team and will meet regularly with the Chief of Party to coordinate 
project activities. 

Ex~ected Outcomes: The Education Financial Analyst and Administration Specialist 
will contribute to the development of the FQLIS project outcomes through financial planning 
and budgeting, educational policy making and improved administrative procedures. Slhe will 
develop plans with MEPU-FP officials for the technical, administrative and training 
requirements of the sub-systems located at the DPE level. After five years of project activity 
the Ministry will have in place and be able to implement the necessary systems to support the 
FQLIS planning framework and perform the other necessary administrativelmanayement 
functions to achieve the goals of the MEPU-FP. Its administrative and accounting departments 
will be able to generate relevant analyses for decision makers. 

S~ecific Tasks: To accomplish the purpose and produce the outcomes the Education 
Financial AnalystIPlanner will complete the following specific tasks: 

Review existing reports and analyses of MEPU-FP - DAAF. 
Assess, analyze and become acquainted with intra-MEPU-FP office relations and 
coordination in the areas of sectoral planning; 
Develop the specific competencies and administrativeJfinancial procedures and systems 

within DAFF to ensure effective accomplishment of its responsibilities in the five major 
area5 listed in the Position Purpose section. 

Analyze the functions and structures of the Ministry and DAAF that coordinate external 
funding and sectoral adjustment such as the Comite de Pilotage, the Secretariate du 
Technique et du PASE, etc.; 
Supervise and guide DAFF staff in the effort to integrate the Education Management 
Information System (EMIS) for the DAAF and SSP; 

Develop with the MEPU-FP central and decentralized units plans for financial 
management systems for FQLIS implementation; 



Develop, organize and implement a traininy plan for technical and analytical capacity 
building at the DAAF and the SIWFs; 
Plan and coordinate with the Training Specialist to determino management capacity skills; 
Develop the capacity within the administrative units to assess their own needs in technical 
and computer-based training and contract for it when needed; 
Make recommendations, based on the herlhis specialization, about how policies to increase 
gender equity enrollments and the enrollments of rural children will be possible in the 
FQLIS system. 

Qualifications: An h1S in education with experience with financial and administrative 
issues. Strong accounting experience is required. Should be familiar with and be able to use 
computer based accounting systems. PhD preferred, with significant and progressively 
responsible francophone African experience (at least 3 years) in education finance systems, 

- administration and education resource management. Preference will be given to practical 
experience over advanced degrees. Fluent written and oral communications skills in English 
and French language (tested FSI levels Sl3;R.G) are required. Word processing, spread sheet 

- 
and data base skills are required. 

This SOW should be fleshed out by Joe De Stefano. 



Scope of Work 

Educational PlannerIAnalystAVIanagement Information Specialist 

Position Pumose: The Planner/AnalysthIIS T.4 person will be responsible for 
working within the MEPU-FP and specifically with the ,!mice cle Statistiqtre et de la 
P/an$catiorr (SSP). The Planner Analyst will build capacity to 1) e ~ a b l e  the SSP to 
prepare and propose education development plans, 2) manase and use an education 
management information system, 3) collect, enter, process, analyze and present data for the 
purposes of trackiny the education system for the purposes of strategic planning and policy 
making, and 4) to monitor and assure the adherence of investment projects to approved 
plans. Slhe will also outline a strategy to assure that the SSP provides the necessary 
support for the implementation of the FQLIS as a planning framework. 

S h e  will examine and analyze the current capacity of the SSP and work with the 
Director to develop sectoral plans and policies. The Planner/Analyst/MIS person will 
identify and develop training needs in strategic planning, policy analysis , statistics, and 
information systems software. The person will also develop decentralized capacity for 
information generation and processing that will tie into the central system. Slhe will be a 
member of the FQLIS project Technical Assistance team and will meet regularly with the 
Chief of Party to coordinate activities. 

Expected Outcomes: The Planner/Analyst/MIS person will contribute to the development 
of the FQLIS project outcomes through educational planning, educational policy making 
and statistical analysis. Slhe will be responsible to assist MEPU-FP departments to 
identify information needs and reporting requirements. This person will also develop and 
implement information systems in the regions and prefectures. Slhe will develop plans 
with MEPU-FP officials for the technical, computational and training requirements of 
these sub-systems. After five years of project activity the SSP will be able to prepare and 
present to the Ministry the annual education plans, based on the FQLIS framework, will be 
able to track sector investments and use and modify its own information system. Its 
administrative and statistical departments will be able to generate relevant analyses for 
decision makers. They will be able to measure the progress of any school as it moves 
toward official FQLIS standards. 

Specific Tasks: To accomplish the purpose and produce the outcomes the 
Planner/Analyst/hTIS person will complete the following specific tasks: 

Review existing reports and analyses of MEPU-FP .data collection, school mapping, 
statistics and planning procedures; 
Assess, analyze and become acquainted with intra-MEPU-FP office relations and 
coordination in the areas of sectoral planning; 
Analyze the functions and structures of the Ministry that coordinates external funding 
and sectoral adjustment such as the Comite de Pilotage, the Secretariate du Technique 
et du PASE, etc.; 
Supervise and guide a local hire information systems specialist in designing and 
programming an inteyrated Education Management Information System (EMIS) that 
integrate the DAAF and SSP systems; 
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Under the leadership of the COP, sponsor events, round tables, policy simulations that 
focus decision- maker attention around key FQLIS and other educational policy issues. 
Develop with the MEPU-FP, central and decentralized plans for information system 
functions for FQLIS implementation: 
Develop, organize and implement a training plan for technical and analytical capacity 
building at the SSP and at the DPE level for the "Planifacteurs and Statitians"; 
Plan and coordinate with the Training Specialist to determine manasement capacity 
skills, determine needs and plan training progarns; 
Develop the capacity within the administrative units to assess their own needs in 
technical and computer-based training and contract for it when needed; 
Create data displays and models using current educational planning tools to disseminate 
progress made in FQLIS strategies; 
Establish indicators of impact with the FQEL Team and define a process for 
monitoring and evaluating the educational planning and policy analysis activities in the 
FQLIS design; 
hIake recommendations, based on the this specialization, about how policies to increase 
gender equity enrollments and the enrollments of rural children will be possible in the 
FQLIS system. 

Oualifications: An MS in education with emphasis on planning education systems and 
experience in designing MIS systems is required, PhD preferred, with significant and 
progressively responsible francophone African experience (at least 3 years) in both 
education planning and design and implementation of EMIS master plans and systems. 
Fluent written and oral communications skills in the French language (tested FSI levels 
SI3;RG) are required. Computer skills necessary for MIS management necessary. 
Preference will be given to relevant experience over an advanced degree. 



Scope of Work 

Training Specialist/ OD Expert 

Assignment Pumose: The Training Specialist/ OD Expert will be responsible for 
assessing, identifying and arranging for various types of training in the Ministry of Pre- 
University Education and Professional Training (kTEPU-FP), Republic of Guinea. The 
TrSning Specialist will work collaboratively with services in ILIEPU-FP as well as with 
members of the FQEL Project team. This specialist will work in the Effkiency 
component area of the project with the Policy Planning and Management Group. The 
purpose of this specialist will be to build manasement and organizational capacity that 

- enables key players within the ministry to effectively implement FQEL strategies both at 
the central levels and in the regions and prefectures. 

Expected Outcomes: The Training Specialist/ OD Expert will contribute to the 
Ministry's efforts to upgrade the skills and aptitudes of their personnel. The Training 
Specialist will probably work closely with the Ser\.ice Natior~al lie la firtrtatior~ cies 
Persoru~eb (SNFP) which is a new support service (not yet in place) designed under a 
recent reorganization process at the Ministry. The Training Specialist's activities will be, 
however, to support eiTorts at improving the strength and depth of management practice 
and organizational integrity within the services that p m o t e  FQEL activities. S h e  will 
design a comprehensive training strategy in collabcrahon with the government and then 
begin implementing it with the appropriate services. 

Specific Tasks: 
Review existing reports and documents relating to the evolution of MEPU-FP 
organizational development and reorganizatio@ - 

Assess and analyze intra-MEPU-FP office relations and coordination in the areas of 
sectoral planning and collaboration, with special attention to the proposed restnlcturing 
and decentralization efforts in the Ministry; 
ldentify and analyze the Ministry's own training policies and conduct a comprehensive 
needs assessmeat at the various levels of government activity, i.e., Conakry and the 
decentralized lev&, - 
Determine the extent of Organizational Development sensitization to the needs of the 
Ministry; 
Baed on training needs differentiate and arrange for U.S. short-term or in-country 
provided by U.S. resources or id'ca~. in-house training in management/administration, 
the technical areas, organizational development, personnel management, etc. 
Advise senior cabinet level leadership on management issues; 
Establish a management training group within the new service expected to be set up in 
MEPW-FP under the reorganization; 
Assist other FQEL team members identify and coordinate their training interventions; 
Arrange for English training for those going off shore for participmt training; 
Conduct and facilitate team-building for senior and other levels of management; 
Work 'with the Evaluation Advisor to establish indicators of impact and to define a 
process for monitoring and evaluating training outcomes; 



Make recommendations, based on the training and OD specializations. about how 
policies to increase gender equity enrollments and the enrollments of rural children will 
be possible in the FQLIS system. 

Oualifications: An MS in educational management or Organizational Development is 
required, PhD preferred, with significant and progressively responsible francophone 
African experience (3 to 5 years). Previous experience working in the public sector in 
organizational development and management training is essential. Fluent written and oral 
communications skills in the French language (FSi tested proficiency) S/3;R/3 level are 
required. 



Scope Of Work 

Inservice Teacher Training Specialist 

ASSIGNhlENT PURPOSE: The inservice teacher training specialist will be responsible for 
assisting in the planning, organization, development and functioning of an inservice teacher 
training service (capacity) within the ministry of pre-university education and professional 
training (MEPU-FP), republic of Guinea. She/he will play a vital role it1 facilitating the 
setting up and institutionalization of the services rendered by teachers to elementary school 
children in the provision of quality education (FQEL). 

EXPECTED OUTCOME: At the end of the project period the inservice teacher training 
specialist will have assisted at school level in the provision to principals and ieachers the basic 
p~dagogical, psychological, and class management conditions essential in deliver and 
maintenance of quality education in any equitable manners to school children in Guinea. It is 
expected that the technical assistant will through a professional, experienced and trained team 
of local trainers identify teacher training needs, formulate these in training modules with 
pertinent reinforcing aids, organize all schools/teachen in easily attainable training units and 
follow-up services by a trained pedagogical counselor/facilitator and assist in the development 
of an IREIDPE system of evaluation and assessment. The process must be participatory in 
every respect to allow the growing of ownership to permeate all departments and services of 
the MEPU-FP. 

SPECIAL TASKS: 
* Select team of representative competent educators and train in the exigencies of the 

FQEL activities assigned to the unit, i.e. research and priorities specific training needs 
of teachers, preparation of training modules, sharing content/format/organization with 
MEPU-FP leadership cadres and facilitation of delivery of field implementations; - * Research and priorities specific FQEL teacher training needs; 

* Prepare inservice teacher training modules with relevant delivery aids; 
* Decide and map with IRE and prefectural education authorities the field training/follow- 

up units and choice of animators; 
* Conduct workshops and seminars to inform and acquire the acceptance of the 

content/approach/organi,tation of the training system adopted by MEPU-FP central and 
- regional authorities; 

* Train field animators in the delivery, application and follow-up of FQEL innovations in 
the training modules; 

* Organize and implement an animator support system to be applied when and where 
needed; 

* Collaborate closely with the other members of the TA team, particularly the teacher 
- support materials development specialist; 

* Education indicators of impact with the Evaluation Advisor and assist in defining a 
process for monitoring and evaluatiny the FQEL prQect at teacher and pupil level. 

QUALIFICATIONS: This expert will be expected to travel extensively within the country. 
v An MA with elementary teacher training experience is required, Phd preferred, with 

significant Franchophone African Experience (3 to 5 years). Previous experience working in 
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Scope of Work 

Technical Assistant for Materials Development 

1. Assignment uumose: The Materials Development specialist, working with NRAP 
counterparts, will provide expertise and training to strengthen NFW"s ability to develop 
flexible and adaptable curriculum guides and instructional modules. 

2. Exoected outcomes: The Materials Development specialist will support decentralization 
through an iterative process of materials development that provides resources for school-level 
reform. Slhe will assist in developing an institutional framework for curriculum analysis and 
in designing adaptable curriculum guides and supporting instructional modules that serve as 
springboards for school-level reform. Eight or more pedasogical modules will be developed, 
tested in classrooms, and evaluated. The results of this activity will be discussed, 
disseminated, and will feed into fonvard planning. 

3. Suecific tasks: To accomplish the purpose and produce the expected outcomes, the 
Community Development Technical Advisor will: 

organize a workshop and team-building exercises on curriculum revision and materials 
- development; 

arrange organizational development training and management develop~nent at JNRAP in 
conjunction with the Training Specialist or with short-term technical assis,tance; 

- 

assess INRAP training needs and the resources needed ta support them; 

recruit local experts (includ~ng teachers, school directors and appropriate DPE officials) as 
advisors/consultants to INRAP training sessions; 

establish a ten- to twelve-member Curriculum/Instruction Advisory Board for INRAP; 
/ J 

- 

guide INRAP in defining curriculum objectives and in production of teachers' guides; 
, 

J- develop a workplan for curricular mdterials development and diffusion; 
I 

\vhk in tandem with the Teacher Training Technical Advisor; 

cocrtlhate A $ < I .  activities with relevant units of MEW-FP; and 

provide quarterly reports of activities to USAID and contribute to the API. 
" I  

establish indicators of impact with the Evaluation Advisor and define a process for 

monitoring and evaluating the educational planning and informatiorl system activities in the 

whole FQEL design. 



4. Oualifications: An MA, MS or PhD in education, with specialization in development or a 
- related field. Sfhe should at least have five years' progressively responsible esperience in 
- 
- designing and testing curricular materials in Africa. Fluent written and oral conimunications 

-4 ski!ls in the English language and the ability to speak French at the FSI S/S;RG level is 



Scope of Work 

Technical Assistant for Equity 

, Assicnment Puroose: The Community DeirelopmentlEquity Technical Advisor to the ( b n t i l i .  

ci'Equite will develop the capacity of the committee, and by extension the capacity of MEPU- 

FP, to address gender and equity issues in teaching materials and teacher training; to create 

linkages between community leaders, local NGOs, district-level education offices, and school 

parents' associations (APEAE); to engage in participatory and iterative planning with these 

groups; and to facilitate interventions and projects in response to their needs and resources. 

Expecte,: outcomes: The CDIE Technical Advisor will be a staff member of a PVO linked to 

the Cun~itd dlEquitd, working in collaboration with this committee, that will implement equity 

interventions. The CDIE Technical Advisor will contribute to the provision of equitable 

access to schooling for presently under-served groups, such as girls and rural children, by 

facilitating interventions and projects that: put elementary education in easier reach of these 

children; remove gender stereotyping in learning materials and classroom interaction; ease 

demands upon their labor that conflict ,vith school attendance; and provide resources to 

communities that they can apply to the establishment and maintenance of schools. 

Suecific tasks: To accomplish the purpose and produce the expected outcomes, the 

Community Development Technical Advisor will: 

conduct or supervise train~ng for C'orniti J'Equitd members and field teams in 

understanding gender issues and in participatory planning; 

\ ._ 
conduct participatory planning exercises with selected communities and assist the C'omitd 

/li 
tl Eqritk in analyzing results; 



provide support for individual members of the ComifP ti'Epirt! in the different branches 

of M E P I  J-FP (e.g. I N U P ,  Carte Scholaire) in developing equity interventions and 

addressing gender issues in their normal line activities; 

facilitate PVO pilot projects in response to community needs and p l a ! ~ n ~ q  ,:ctit.~t~es, and 

guide the Colnird ci'Equifi in its oversight of them; 

establish liaison with national and, possibly, international NGOs, including NGOs of 

res.sorti.s.sa)~f.s, to supplement the resources of local communities and of hEPU-FP in 

building, supporting, and maintaining elementary schools in remote areas; 

develop links between local village leadership and APEAEs with NGOs, district education 

offices, other relevant stakeholders or resources, and with each other, to enable them to 

work cooperatively and to gain from others' experience in support of expanding schooling; 

establish a mechanism for meeting with village leaders, APEAE representatives, and 

district education office staff to set up dialogue with stakeholders about methods of pursuing 

their educational aims; 

assist the Comitd d'1;:qlritP to engage in needs assessment and iterative forward planciny 

from year to year; 

coordinate with the FQEL technical assistance team to provide the Cumi/d tllEqtritP with 

on-the-job training in program and project management and training in monitoring pilot 

projects and attend FQEL team meetings; and 

report quarterly activities to USAID and contribute to its API. 

Oualifications: An MA, MS or PhD in education, sociology, anthropoldgy, development, or a 
1' 

related field. S/he should have at least five years' progressively responsible experience in 
t 

developing and managing community development pro-iects, focusing on gender issues, and .- I \ 
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w~rking with loczl community groups or NGOs in Africa. Fluent written and oral 

communications skills in the English language and the ability t3 speak French at the FS1 , 

S/3;R/3 level is required. 



PROPOSED "BRIDGE ACTIVITl"' TO THE FQEL PROJECT 

One year Technical Assistant for the DAAF: Education Finance Specialist 

Position Pumose: The Education Finance Specialist will be responsible for workiny within 

the Ministry of Pre-University Education and Professional Training (MEPU-FP) and 

specifically with the Directiorr tics I.1fSaire.s ~ d t n i r r i s t r i s  et Firrai~cieres (DAAF). The 

specialist will build capacity to 1) improve the day to day management of DAAF activities. 2) 

establish budget preparation procedures, 3) analyze educational costs and 4) assist in the 

definition of department section roles and interdependencies. The specialist will examine and 

analyze the current capacities of the DAAF .nd work with the sections to implement higher 

order accounting functions and analysis of budget procedures within the operating bureaucratic 

environment in Guinea. 

Expected Outcomes: The Education Finance Specialist will contribute to the development 

of accounting procedures, budget preparation and financial reporting in three distinct areas: 1) 
- 

finance and accounting, 2) material and equipment and 3 )  personnel management. These 

areas comprise the main functions of the MEPU-FP at the center and also need to be devolved 

to the prefectorial and regional levels of the country. Additionally, the Ministry will have 

acquired the capability to work with all of its donors and be able to create reports and provide 

information in formats that are required by them. It is expected that the Specialist will be 

able to improve the procedures through which financial and other resources are managed so 

that teachers receive what they need to teach effectively in their classrooms. 

S~ecif ic  Tasks: To accomplish the purpose and produce tne expected outcomes the 

Education Finance Speci:rlist will complete the following tasks: 

Review existing reports and analyses of MEPU-FP and specifically the DAAF in its 

progress and previous consultations; 

Assess, analyze and become acquainted with the intra- and inter-DAAF office relations 

and areas of coordination given the current transition toward restructuring and 

decentralization; I I 



Determine the most urgent interventions to make given its needs to prepare the budget 

with its decentralized units, its personnel endowments and its relations with donors; 

Provide specific training in accounting and budget preparation procedures; 

Provide training in the use of material and equipment databases as \veil as the MEPU-FP 

personnel database; 

Establish a consistent format for disaggresating and analyzing financial data so that costs 
- 

for elementary, secondary and professional training can be made; 
- 

Define a framework in which the personnel of the DAAF can communicate effectively. be 

able to divide responsibilities and execute their tasks in a supportive atmosphere, i.e., 

provide OD type training for the sections of the Direction; 

Pave the way for a new set of project interventions which will require an established base 
= 
- of financial and analytic capability already in place; 
& 

Assist in establishing good relationships between D A M  and the other Cabinet-level 

entities and departments in MEPU-FP. 

Qualifications: An MS in education finance. education planning or policy making is required, 
- PhD preferred. The Specialist should have significant and progressively responsible African 

experience ( 3 to 5 years) and have worked in the public sector dealing with finance or 

tinancial policy. The person siiould have accomplished skills working with databases, 

accounting systems and spreadsheet software. Fluent written and oral communications skills 

in the French language (tested FSI levels S/3;R/3) are required. 


