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Executive summary

The "Excellence in Classroom Education at the Loval Level” (EXCELL! Protect hias beern
designed to address educational priorities in El Salvador and improve studern:
performance in 230 rural schools. grades K-8, Operanin: between Juhy 2003 d:lf‘: s
2005 the Project’s intervenuons are directed at developimg principals’ abibin
efforts to improve quality in education. strengthen mid-level management (a.)m“_'
Minisuy of Education {(MOE] in support of scheol prineipals. strengthien thie MO
capacity to process and use information about quality in educauon and 1'-“pr<_r-.'e
production. availability and use of education research for poliey decision-maxing inothis
SECLOT.

The Project 13 structured in three components. Componen: ! seeks 1o sirengthen the
Ministry of Education’s capacity to improve deceniralized school management and modinv
and implement educational reforms through two sub-components. Sub- Component 1.2
develops strategic planning and management capacity and Sub- Component 1.2 apples
momtering and evaluation svstems and research. Component 2 is designed to mmprove
leartiing conditions for student achievement in 230 rural schools through tramnng and
technical assistance 1o school principais. Comporent 3 seeks 10 extend educatonal polioy
research.

Among the tasks completed during the Project’s first vear are the Proect’s concepn
methodological and operative design, the Prejects oftice and team setup. the design
imual implementanon of its three components and the design and munal implem
of 11s momtoning and evaluation and cost-shanng strategies.

The Projeci undenvent two major revisions in its [rst vear of operalion. respon
MOE wishes tor greater direct involvement and to a budget reducuon due o {f}ﬂb&; DOV
1ssues in USAID. respectivelv. As per the final work plan. the Project’s operation behween
Julv 2003 and June 2004 covered tasks i Sub-Coemponent 1 including the
identificaton of instmutional development needs in mid-tevel management and addressing
these through the mid-level management assistance plan and preparation ¢ ';:' :rs.;:::::s;
materials for this group. Tasks planned in Compoenent 1.2 included conducung an
informauon needs and uses study. identifving tools and svstems used b\ The M O:. it
managing information about quality in educaton and developing a pm' k
improvement. completing terms of reference. dding and begmmng snpiem
hardware and soltware acquisitions for the National Directorate for f\.ox..wr‘.::; Fialo
Evaluation, and conducting a study on management and guality in educanon

Component 2 plans included recruiting and training a team of six Depanmientda. Qualny
Facilitators and six Quality Assistants to provide support in training. Qualily Relectior
Circles and in-school Technical Assistance: promoting and disseminaung nform.
about the prmect \\"ith \IOF personnel h()th n'ifinna}‘ : ;md }mui':\ hrough ;)’esc:

"

with MOE per:,onnel at the nduon.ll and lncal lt’\( ls: <rak.m/:z g S CYRTE N pr‘.:‘.u} i
Qual:itv Retlection Circles: developing a trauning and techmeal assistance pl
1ntormation about the principals and schools bem:g served: implementing g
through project personnel and leaming matenals. trannng and rechnwcal assistance
subhcontractors: adapting and/or developing materials for use in pnneipa: traimng and
technical assistance: and completing and validating the monitonng and evaluation tools

for the componeni.

- Detfined as a study of the situation and response to special education needs.

%]



E3d

=g

L]

T
My
[
in

Y

For this vear Component 3 plans included developing a studv on eguity and gual:
education. defining a research agenda with five topics based on a national edica
policy forum and conducting a first research workshop o discuss research meth
these 1opics.

Management actnanes planned tor this vear included project office and team
organizing the protect consultative group and holding monthly sessions. presen: :
promoting the project with education sector agen:s and other projects. developing a cost-
share strategy and the project Performanice Memitoring Plan and instruments

This document details inputs and outputs for each of the tasks and acuvities Covered
between Julv 2003 and June 2004, as well as the achievement of quarteriv periomnance
targets. For Sub-Component 1.1 this inchided idenuiing MOE traming needs tor Mid-
Level Managders. available providers of training and preparing and validaung e Mid-level
Management Training and Technical Assistance Plan. Implementaton or tus Dlan
postponed due to proiect redesign and changes ir. MOE suthorities.

Component 1.2 results included the preparation of a Diagnosis of C'pc(“h .,(‘ WA
Needs based on exdsting information. the acquisition and mstallation of a lughvelume
scanner. technical assistance in database developmient and tranung in 5:.1::5::«5;
processing and analvsis for DNME personnel. An Informaton Uses and Need
prepared. 1o be delivered July 2004,
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Results in Component 2 included profiling all 230 principals and their sc¢hools
completing the organization and operation of principal Quahtv Retlection Circles o all six
departments covered by the project, compteting. vahdaung and implementing the
principal training and technical assistance plan. including three monthiv i
sessions. at least four quality circle sessions and at least two in-school !
assistance visits for each principal. completing the component's b‘isr.::‘.c‘ -_::;:d_\ Trhe
delivered Julv 2004} and preparing and distributing traming matenals @ suppor of
training and technical assistance provided. Traimng and Techmcal assistance w
originallv conceived to be provided by externaily contracted locad unnversities and o
organizations. However. this was not possible due 1o insutlicient response as
operational and contractual restrictions.

AN

Results in Component 3 included conducting a nanonal Education Polioy Forum
preparing a research agenda. conducting a study of quality i education and equnty, and
definition of terms of reterence for a national teacher profile study. The dissem
Policy Forum Results through a professional-grade publication. as well as the drodt
document for the education and equity study which 1= currently heing discussed wiih the
MOE.

Overall lessons gained from thie Project’s tirst vear of implemeniauon cover issues such as
the unportance of careful program desian, detailed premotion and sensitizauon oo
successtul unplementaton, the need to maintam realistic exXpecLilions 10T 4 Svo-vear
project. the iinovative and etfective nature of the training - reflection - techi
assistance model developed by the project tor principal management traaning and @
signiticance o Pedagogical Innovaton Projects as a means o ensure Inking o
stages o! thus model. the need to mamtan ongmmng communncaton and coord
MOE counterparts at ail levels. the challenges posed by aeographical coding of the
the unportance of streambining management stnuctures (1 a short project. the u;
need for project team redesian o adapt o chandes i the project as it moves o
design and setup into tull-blown unplementation. the siwmfcancee of dunking about
project irt the context of USAID long term strategies, rather than just of 115 own Uneane

Cal
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and the importance of implementng complemeniary activities for pnnepals, pedagoscal
advisors and teachers and of deepening in-schoo! techmeal assistance

1 Project summary

The "Excellence in Classroom Education at the Local Level” (ENCELL) Project
designed to address educational priorities in El Salvador and improve studern:
performance in 250 rural schools. grades K-G. Based on the evidence from intemationa
literature on the strategic role of principals i school eftectiveness. betweenn Ju
and June 2005 the Project’s interventions will be directed at developing prinapals
abilities to lead quality in education improvement etiorts in schools. strengthen m
management capacity in the Ministrv of Education {MOE] in support of school princpals.
strengthen the MOE's capacity 1o process and use information about quaiy i educaon
and -mprove production. availabilitv and use of education research tor poiey decsion-
making in this sector.

Dds Deeld

The Project has been structured in three componenis. as follows.
Component 1. Strengthen the Ministry of Education’s capaciny 1o improve
deceniralized school management and mexdity and implemen: educanonal reomms

This component is divided into two sub-components.

Sub-Component 1.1 Soategic planning and managemen? Capaeii.
development.

Sub-Component 1.2 Application of rmontioring and evaluanion suslens awd
research.

Component 2. Improve leaming conditions ‘or studernt achievemen: 1 ar leas: 230
rural schools. K-6. through maining and rechnicad assistanice 1o schoo! proncpals

Component 3. Extend educational policy research.

LN

The Proiect contributes to the MOE's work in the context of USAID “E! Salvador Mis
DRalvadors maral

Strategic Objective 1 {Expanded access and economic opportunity for El
poor tamilies..

The Project’s conceptual framework builds on a quality in educavon model th

together multiple elements such as teacher wrwining. school infrastmuciure,
textbooks. teacher performance. educational resources. school management
leadership. school climate. time used on acadeniic tasks, amondg others. within e
principal’s rofe in quaiity in education within the school is a necessany. abe
tactor. education is developed with an integrated focus and excelience i the cassroom
makes evident the svstem's development. The Project secks coherence wiinn MOE
inttiatives such as the Escuela 10 Program and the gualuv in educanon maodel i
espouses, the use of tools such as the Strategic Insturmunonal Plan (PED. as well
mobilization of inputs from other cooperation agencies i supporn of
Additionally, the Project develops a focus secking to proactively address neg
access o education due to discnmination for reasoens such as gender, socio-economc
circumstances and ditferent educational needs.

Among the tasks intended to be completed dunng the Project’s Lirst vedr were the Project's
conceptual. methodological and operative design. the Project’s malennal and human selup.
the design and initial implementation of its three components and the design and :
implementation of its monitoring and evaluation und cost-sharing strategics
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The Project is being developed through a strategy that includes strengihienn
ntegrated teambuilding.  professional developmen: {understood  as  co-responsthilny
between personnel {in this case managers and pnnapals] and the o
professionalization. organic inclusion of the Project’s activities within the MOE s
and svstems. affirmative action as a wayv to address mequiues deriving from diversiv,
swengthening knowledge-based activities and developing a svstems perspecinve. s
strategy has been formalized through a model tor support 1o prinGpals seelking 1o Lixe
assistance and traning to the place and circumstances of pnnapais’ work: a model for
support to mad-level management locused on pedagocical processes as the siraledic obec:
of management in the sector and on competencies for a posiiive organ:zaliona .
and effective problem salving as 1ts means: a model for support o research based on
ravoring the ditffusion of results and decision-making in public polcy. wath a4
methodological preterence for action research as a way 1o obtain cnueal constnucuy
thought by the agents of educational reform themselves and buiid knowledge or pracn
linking educational processes with human development: and a4 model suppon
monitering and evaluation in the MOE as a rundamentad teol for mmsutunonal leamang

Thls Ieam is set in its own administrative tmme\\ OrK and nmmhu..s & NETWOIK Of 8Nl
links through a Techmical Follow-up group with the MOE and USALD. '
consultative group for the idenuficaton of infermation. expernience and
may strengthen the Project, and ongdeing communications between EQU ]
member organizatons to ensure a fluid and efficient performance mn 1?1(’ neld
Project’s management framework is completed with a monitonng stralegy that alows or
the monthiv recovery of informasion tor adjustment through commun: L
MOE and USAID., and a cost-sharing strategy that seeks o mobilize resources
complement of USAID's financing. both: nauonally and locallv.

LA it

2 Technical activities during the reporting period

In its tirst vear of implementation the Project underwent two major revisions. The frst of
these, w h)d. responded to the MOE's wish for greater direct involvement. occurred
fourth quarter of calendar vear 2003 (October - December] and came inte effecs o e
following quarter. The second revision was due to 4 budget reduction ot approximaleiv
13- derived trom giobal budgetary constraints in USAID. This revision occurmed i the
second first quarter of calendar vear 2004 [January - Marchr and came o eftect e
last quarter of the project’s first vear {April - Jure 20041 A summany by component 13
presented here of the activities defined for the vear. as these were finallv detined

In Compenent 1 {Strengthen Minisiry of Educarttan’s capacity to improve deceniralized
school managdement, moditv and unplement educational retorms). Sub-Component 11
{Strategic planning and management capacity development) mncluded completing a mud-
level management assistance ptan based on the denutication ol institunional devel u,)"*c:a:
needs in mud-leve! management and begdinmng its implementanon i suppor i
{Proyecto Educarivo Institucional) as part of tasks 1.1 1 (buld a professional develos
strategy for mid-leve! managersh: compleling an assessinennt of matenals \.m:l :
leve! management trainmg and technical assistance and begnuing preparato
validauon of additional matenals and their application m rrammmgd o task 10
T&A materials for mid-level managementi; selecting providers a!
training and beginning traming of mid-level managers i Lass §.

managers).

For Sub-Component 1.2 {Application of monttoring and evaluation svstems and fesearcn

this vear's program ificluded idenufing current uses and needs of infonnation wnong
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marnagers in the MOE and analvzing international experiences i using miomnaton for
management in education as parts of tasks 1.2.1 ildenutving information nieeds
identifving tools and svstems used by the MOE in munaging education gualioy
information, developing a plan for their improvement and beginmng its fuplementation by
purchasing and installing hardware and/or software to strendthen data processing
capacity in the National Directorate for Monitoring and Evaluation in tasx @ 22
{Strengthening data processing capacity in the Natienal Directorate for Momtonng a:'d
Evaluation): and identifving. contracting and conducung one study on mandagement and
gquality in education mn task 1.2.3 (Deepen knowledde of management and gualiy

Planned activities conducted in Component 2 dimprove conditons tor learmng o studer?
achievement in 230 rural schools through trainirg and techmcal assisiance w schow,
principals) included idenufving and raining the Project’s Quality Coordina: ¥
dentifving and training Quality Coordinators]: designing « p"()m()uof‘ ST
implementing it locally at the regional and departmental levels by presen:
and discussing issues of quality in education and insiructional teader ship
presentations o MOE pedagodical advisors, idenufving arcas tor jomnt work wiiii othe
international cooperation agencies and projects and 10 regional pedagodical confvrences
as par of task 2.2 (Promoting and disseminating information about the E.\CEI,L Prevedt
tocally). establishing regular mecharusms for communicanon with the MO and holdmg
regular meetings with both centrally located and decentralized MOE -;Lx-rso::nm L tasK 2
fcommunication and coordination between the Project and its counterparns i the MOE
establishing and operating all principal Quality Reflection Circles in task 2.4
jorganization. planning and operation of Quality Retlection Circlest: mv*)p.rt...., e
profiling of schools and principals being serviced by the project: complesing and vaidanns
a training program for these schools (task 2.5 - design and inplementation of & i i
and ‘echnical assistance programy: beginning the development of pedagoaical innovaton
projects in schools under task 2.6 [asaist with the identuncaton and assess '
professional development needs): completing the baseline study as part of task 2.7
{design and implementation of & Baseline Smdy): beginning the development anc
dissemination of training matenals in task 2.= tadapt “create learn m; maenals
conducting training and technical assistance for principals in Lask 2 'D"n\"ﬂr ramung
and technical assistance to schoaol principals} and conducting momtonng of Cemponern: 2
in task 2,10 {Monitor technical assistance and traning.

UL Tl

Las

For this vear. actuvities under Component 3 included conductuing and beginmng
dissermunartion of the component’s lirst study as defined n task 3.3 mmdm Ta stndy ol
equityv and quality in education in El Salvador}: establistung a Research Comnmulier (RO

with representatives from the MOE National Directorate tor Momtoning amd Evaiuaton
and USAID. organizing and conducting a Natonal Education Pohiey Forum and defining a
research agenda with tive topics in task 3.2 {Deirtion of research topies’: and beginning
the background research tor the second study 0 sk 3.3 iConduct resean

Additonal management activities this vear mncluded project otiice and tea: v hoiding
a Project kick-off function. preparing the project’s Pertormance Monitornng Pla PMP
mcnizoring toels and holding monthiy monitonng sessions. organiang the consusauve
group and meeung on a monthly basis: beginning the unplementation of the Provect's

cost-share strategy and preparing quarterly perfolmnance reports
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3 [nputs and outputs by component

This section presents inputs and outputs for each of '1‘ tasks and acinviues soheduled or
the first year of Project implementation. For each activity, information 1or the firsy three
quarters is summarized. as it has already been presented previousiy i the guartery
reports. When relevant. information tor the tourth quarter 1s presented separately and
color-coded. &3: inputs. outpurs and/or comments tor April-June 2004

Tasks and Activities inputs Outputs Comments
Component 1: Strengthen Ministry of Education's capacity to improve decentralized schooi management,
modify and implement educational reforms
Sub-component 1.1: Strategic planning and management capacity development
LTask1.1.1:St|eggmmingrnid-lwaimanqgers'mpacﬁas !

leenifang instrationa, Hurnar resources UG @nC tecnn ta

deveiopment neecs rraming needs study 355 5arce plan

'1:‘

mid-igve; management  conducted by MOE or Er.ZNG Courses
Supporting the PE! hurnan resources office. W averas prosect
Prepare gssistance Agreemen: reacked with framewors accore.ng 10
cians for rmig MOE counierpans to srralegic s on
managemen! $upport orgarze raining needs gresented ana va.0aiec
to PEis aireacy dentfied within 3 witn MOE aLthontes.
coherent persorne! ralonal g recicrs ans
Ceveiopment clan orres personng.

Agdittonal information
obtained by corsuftant
through consuiation itn
managers.

List of mig-leve:
managers who wilf
partic:pate provided by
MOE counterpant

wmm

Task 1.1.2: DevelopT&ArrMsfornud—levdMgum

Assess specific T&A Existing documer:iaron Requirement for tranrg
needs amrong md- cof.ec’ed and evauglec ralena roiLeec
management by EXCELL trainng and nTORS for gy

materials speciainst provider.

Prepare and va'idarte
mater. ais
D ssem™inate matera:s

“Task 1.1.3. Train mid-levsl managers.

Selec: m-ad-eve L s: of potent:al p.ro-..cers
marazement tra.mng comgpiied from MOE .

and by EXCELL ramn
angd malerals specials!
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Tasks and Activities

crov-gders

Delicer mig-'e rei
managemen: iraining

Sub-Companent 1.2: Apgiication of monitoring and evaiuation systems anc research

Task 1.2.1: ldentify mformation needs

icertfying currert uses
and needs of
informaton among
managers :» tre MOE

TOKRs approvec o, MOF
and USAID

Contractual hrmitations
cerrved from project
geographic code,

directly.

Task 1.2.2: Strengthening the Monitoring and Evakiston Direciorsie s Gats proceseing and analysis

Capacity

Prepare procuremen:
terms for .nstai‘at:or
tramning and
maintenance

invite. select and
contract providers

Proc.re ang instal
rardware and software

Informanon about
Nationai Direcrorate for
Momtoring and
Evaluation mua-term
development plan.

MOE specifications for
high volume scanner anc
USAID guidelines and
requirements for
purctiase

Scar~rer nstaieg anc
Qpe: anng . ne

Mo tonng ana
Eca.sator Drecrorare
Date process mg tme
moroved ans leonrica

Capacily srrergireres

" Trair persgrre:

international coneultant.

Task 1.2.3: Deepan know - 7' of ma

'dent’fy siudy. prepare
TORs ang seler?
researchers

Concuct stady

oisseminate study
resuis
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Tasks and Activities

Inputs

Outputs Comments

Component 2: improve conditions for ieeming for student achievement in 250 rural schools through training
and technical assistance to school principals

Task 2.1: Identify and train departmental quality faciitators

ldentify. serect and
cont-act Quaiity
Faci 1ators

Support from EQUIP!
member organizat:ons
50 Curricula from
:nterested professiorais

spipored whD fu
requirements « rerms of
trasrirg exger.ence
ava.iapuily arc cos!

TaC resiacemants roing

Design and imoterment
Quaity Fac..iaior
train.ng

Conduct foliow-up
train.rg

Taiks by EXCELL, MOE
ana USAID persorne:
Support in visits 1o MOE
programs and schoois

frst year

Quality Faciiialors Curgiane rg Sl
recr.ied. arc ramnec or oIl e o et e
oroject organzaon
MOE programs «n rufa:

e
MIOE serszrme

CN00S ang needs ans &
™Man (SSues N Guad Iy .t healg.sTers
educatior

Task 2.2: Promote and disseminate information about EXCELL locally

Desigr oromoton
sirategy

PRV - e

Presant prosect 1o Mid-
Leve: Managers
(#Greshop i1 85

Present prosec: [0
Technicai Depatment
Teams reg.ona’l

MS PowerPoints
presentaton.
Presertarion venue and
equipment in MOE
offices

Forts-fve members of The sresenral st ol
150 arg mic-leve
maragerernt irn MCE
San Satvacor anc
regorai team members
1 Sar Migue: Sa-
Sa'vacor 3nc La
L.be7ac informea abou!
EXCELL

Sensi#ization
WOrK 3 Hhops

MS PowerPoint
presen:anton about
EXCELL

Workshop program anc
resources

vacation time oy parents
and children

Pedagog:sa ad. sors
DrrCipals feacrers
parents ang cn oren n
Lal bertac
Craarerangs
Cuscarar. Catasanas
Sar veerie ang
Liuiatan . nformes arou’
EXCELL arc #ath
rorEased awareness
aboL! eCLCals™ qua'l,
ang roies ang
respongibiipes i !

[

Meet.ng with
rterrationai
x>gar-zatons

Regicnal meenry with
COONG. IS arc
ac«isors

MS PowerPointE
presentation abou!
EXCELL

Areas offenirg
ooporuntes i ovenap
an~d maiching zentven
A 10 Tepresenialaes

ano

Frarm o Atmos mronost
rorm Qe Droedd

oy
2

HGaT ZALIE

personne

Tegrr za ar:
operatong: agreemen’s
& th MINED regora
and Jeparrment-e.e

FOHOW-UD AMOFKSNOPS
\pecagogical
conferences:
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EXTE L SegeIr Srsr Az SemnTanie FEng
Tasks and Activities Inputs Outputs Comments

i Task 2.3; Communication and coordination betwean the Prosect and its courderparts in the MOE

Meet ~gs witn MOE

neaoguarars

Cocrgiraton neecs
idartfieq overail for
progect ath USAID
ofcers M.r.steranag
Vice-Min Ster arg otner
USAID Proects
EXCELL ara MOE
coorginal:on neecs ‘or
Component 2

Tecr~rca and Oioreahol: Seho i
20er3rona’ agreemants o
regrned as neeces pMoE -
Yee! ~gs e on e
3,855 Dneen, o
Jomaonant I or case
o, case nams for
Comzonents * a7d 3
-

arC Monity Al
Morugter L .ce-hhrsrer

A LD aFrprs grc

y
othe: USAID proes's

Meetngs wiin MOE
cecentrai zes oces

EXCELL and MOE
coardination needs.

Task 2.4: Organize principal Quality Reflection Cirdes (QRC)

Zs:at'ish QRCs

Cesign QRC pians

implemeriator moge. for
Component 2.

Trainec and \nducted
coorginalor (eam

MOE regues! to focus
Circies on Pedagog.ca:
1S3LUES

Tare2 stralec s gud’l,
DFCIES Grgan 7ed 35 peT
Jar

Agreamer: reachec 1o

¥ganze ranng .
JIFLIES QIound the
Sresaralon of &

2ag agoc Calinrg gt on
D.ecr PP eacr

SCRGN

U

| for the rest of 2004

i
H
|
i
I

Four (and in soms
principols and in all.
w

[ Task 2.5: Design training and Schical 25Sistance program

Prapare schooi and
prncioal profie

_Instruments for the inita
collectior of wiormation
about scrooms 3gopaed by

. Quauly facilators ang
formaton oplarec from
fargel SCN0GiS 1rough
R
Natona: cata fror
Drrectorace for Mantor ng
and Evaivator

2-Ghe gocumen!
Jreserted o MOE arc
dismibutec for use by,
oNNCipAais nra nrg ant

Design ”ar‘ﬂg,a g
lecrr Za assstance
pgar

informanor ang fecnnga
expeTse O EXCELL
team

Revewn oy USAID

Ja.cate ang complele

m§san Ecuzanion
Spec.a’ s!
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EXCE Lol Vsl AT La SETLITETIE ST
Tasks and Activities Inputs Outputs Comments

fra:mrg and recrncal
ass:iscance plar

Infernational consultants
in inservice training,

fanguage met
and leadership.

: Tmz.s:mmmmmmdmmm

Descn Pedagogica:
‘rnovaton Projects

fschnical assisterncs plan.
MOE guidelinas.
Model for Pedagogical
: bon Project,

quality circle cortents

devised fv promote

principals.

|_Task 2.7: Design and implementation of a Baseline Study

Cesicnterms of
reference ‘ov paseling
Siudly

Terms of Refererce ‘or
baseine slucy
Deta.ied proposal by

.centty. seiect and
coniract crovider for
J3se; "€ Stucy

conracion
MQE stangarc.zed
reading. #r.ng anc

Jmaiemert baseine
srudy

mathematics
performance 1es's

Baseéne survey and
Obsarvation and survey
! data collected rom al
80% of schools.

| Task 2.8: Adapt or create leaming matenais

Review ex:sing
ralerais

Mater:a's ex.srrg » MOE
and omners

Terms of Reference for
materia’s design

Rewvimw sompieler

oesign terms of
reference for malerais

.dentify seiect an¢
contract providers for
mater.als

Acap: or create
moduies

Ja:gdate anc acjus!
marerais

Reproguce and
d.smnbute materials

Working drafts.

{ Task 2.9: Provide training and technical assistance

Design terms o°
reference for traning
provicers

TORs ceveigped with
extens.ve npu? rom
MOE and :oca. partrers
L:8t of prowgers compneds
from MOE .5t of
approver provigers arg
Ofher sources

icentity porenra
3. ming orgatZaions

Contractusl imitetions.

rote selact andc
cortract ra:nng
Senie prov:Cenrs

Cond.ct orertator for
rgning prov.dens

irc.le se/scland
contract recrhcal
438:8:aNC8 DrovIers

List of orospers complec
from AOE TSt 07
805rovec provilers and
armear $0urces

: Limited offer of service

.cent¥y needs for
'ecnn ca 3ssigtance

providers and proposals.
Decision to contract
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Tasks and Activities inputs Outputs Comments

Corcuc: orentanon for
rechr:cal assistance
DroVIZers

Coorainate recnca.
assisrance activ ties

Provide tra:ring ang
‘ecnr.cal assisiance

[

Task 2.10: Monitor tachnical assistance and training

Deve'op and implemert  Requests for agjustmen!
monionng for by MOE
Compornent 2

TOMIGNRNE 1068 ane

- pan

Fevised version of PAMP |
in componant 2. ?

Component 3. Extend Educational Policy research

Task 3.1: Conduct a study of education and poverty in El

USAID ang MINED
informaton neels anc
uses for this stuay

Define TORs for
researcher

dentfy. seiect axd

contract consuizant ine am or s 10pC

informaton about state of

Tarm

fn
('D
v
-
1]
a
)
T

Siudy TORs.
Consultant proposel.
- databases.

CondLct Stucy T
(Egucalt:on Egquly anc
Deve opmernit

Task 3.2; Definition of research topics

Se!r ys research EXCELL yeariy wors
comm lee olan
Proposa! of purpose anc
means for the Research
Comm.«nee.

es'a“ "*‘e, sen L84 D
arc MOE u,m ~

D0 38 reguited

List of prov:ders compied
from vanous Sources

ident®, and coract
researchers anc
research nsrtyrons

Sresiriaroni
o wiln oofenl 3
esearchne’s

Forum des:gr deraing
I0piCs. speakers and
orggnizatior agreed wiln
MOE arc USAID
Cosr-srare arc
Sponsorship agreem™ments
with Cenrrg Afa anc
FEPACE

Design. prepare ang
conduct natona:
BCULCENON SO

Forum neis as
;}.-Oglamrnnﬂ anlna -

day partmnanar o
Minster o Rirser
anc Mma: o niercants
ang ‘epreseriar «es
frart 3l sectizs

it Ry

Seec research Forur a=¢ -ou~g lane
aganca (5 tooics! RS

RoseaTr 3gera
credared ant agreec

e

e




’—::‘-.... ?"C st :;; Zer 3 Sasnoman

i

Tasks and Activities

Comments

Qutputs

Design, prepare and

Finimd

sonduct a Narcral

Research agenca resuits

Zcoucatioral researcn
K EN0D

ama, e's'uc‘, soec:ic First workshop
researsr melros
ANSNO0S

Change in governmant
(beginning June 2004).

—

Task 3.3: Conduct research !

Zonguct study 2

Seccnc ..Jc, se:ecren
cuantahve o
rorai teacrers

Research agenca resuhis

a-gmhgarm

'mmh
government and eneure
buy-in by new

Change in government
(Deginning June 2004).

autharities.
| Monitoring and Evaluation

Desicn Performance EXCEL. resuits Frsiversion of

Monitoring Piar framewark. Performarce Mortnng
Approved EXCELL yearly Pan . PMP:
work pian .

Desica monitonng teols  First vers:on of PAP Drafts of monitonng Mzmizrngize s ans
Changes i projact plan tTOS prepared and 2es 2" w3
and expected resulis TEvieNED. ke ~2ITWIE ILE D

s 3"C

Approved revised work Revisad PMP. Pending complstionof -

plan.

Conduact month,
monitonng meetng

Draft monitonng toots
Project reschedulng

Prodice guaterty
repers

Foret two quatter,
repants SuoMmites anc

ag proy ec

Data from EXCELL team

members.
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4 Summary data regarding number of beneficiaries

assisted (July 2003 — June 2004)

4.1 Improve the MOE’s capacity to implement policy

4.1.1 Training of mid-level MOE managing team

Quarter N Description of Beneficiary Description of Activity
Jul - Sep 2003 1 * MOE Deputy Marager ‘or s Defirecrileraarcseest "3
Human Resources md-eve martagersistran o2
ang lecrt ca 235 8'anCe
Oct - Dec 2003 2 * MOE Director for Parnng e Preparnger~s of referance o
ard Organizatona: the ceveoomemi ot ime Noe-
Deveiopmen? Leve Marage—e~: T3~ ¢
+ MOE Deputy Manager “or arg Tecta AsssaTr
Human Resources Moce a~c Pa-
s ‘60 ~c-eve maragers
cenifec anc aootohvec oy MOE
«ar — Mar 2004 55 s Principais from rurai schoQis s Preseiatom a"Cc C8l.8507
+ Managers from natcra anc actvles‘crMo-Le.e
departmerntal ¢rectorales MaragerertTra~-ge-c
Tecm~ca Asssia~ce P a3~ ~ 2

wOrRS™0ps 2°0Cus groucs ans
T v@: Calo” NOTKSTOD

Apr - gun 2002 151

e Unper- anc mic-ieve:
managers from MOE natconal
anc decentralizec ofices

¢ Principais from EXCELL
schools

* Representatives from other

Jrojects anc press

o Presenialon 3¢ x oa-o™

sessor of ire Wa-ace~en:
Trarnga~c ez~ ca
Asssta~ce Pz~

4.1.2 Monitoring and evaluation system development

Description of Beneficiary

Description of Activity

« Members of the Nationai
Directorate for Montoring arc
Evaluation (DNME:

» lCentfy ~eecs ‘or CNMIE
ceve oprer:

e Assessing DNKE ex st-g ~,
a~d SW canach

Quarter N
Ju: — Sep 2003 5
Oct — Dec 2003 2

e Nationa. D recieor for
Monutor ng and Evaiuatior
anc :re MOE D.recior ‘o
P:arning a~c Crganzatora
Developrent

e oanrreg A~ rafo o -~ L
o Defringler—s ofrefere-ce e
the nformalon meeds atC Lse

SIUCY

h

- Details for the last quarter of the first vear [April - June 2004) are presenied i Annen 1
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Quarter

N

Description of Beneficiary

Description of Activity

Jan - Mar 2004

185

» Principals in 4 reguar
ecucaion arnc 3 spec:a!
ecucat.on schoois

* Regular and spec:al
educaton leachers

» Psychclogists :nvolvec in
speciai educaton

o Other specialists :
education

« Representatives of
organizations for people with
disabiities

N speciai

e Dala co.ectom "es.’s

CiSCuLSS0ns 870 va catg~ oF

tre Speca Ecuzaton Neecs
stuCYy

» Members of the National
Directorate for Mor.toring and
evaluation :nvolvec ncata
input and review’

s Instaigton of e mgm Lol

sca~ner

Apr— Jun 2004

5

¢ Members of the Natonal
Directorate for Mortoring anc
evalyaton :nvoivec ncaia
iNput anc review’

Training are tecn~ ca
ass,s.a.ﬁce e "E"z‘:'a &°C
aCvanced §1a187¢8 a°C
catanase schwa

4.2 Improve the effectiveness and quality of school
administration to provide quality education to students

between kindergarten and sixth grade

Quarter N Description of Beneficiary Description of Activity
Ju — Sep 2003 243 e Nationa! Directors. Directors e Promoio~ arose~sizaien
anc M.d-Levet Manage-s ano.tEXCELLz~czuat, -
e Departmenta! Directors ec.caior
e Regional Professional
Deveiopmern: Center teams
» [:aison Tecnnicians
* Schooi Principals
» Pedagogicai Acvisars . .
46 = Schoo. principass Formator o®3O.a %
Refiecton C-ces
Oct - Dec 2003 959 » Stucden's “C wor<sn0ns co™Co T T8
s Parer:s cepanTeris i osioss sLa
e Teachers nec.telon ams e EXZE L
* Prncipais oro et
e MOE personnrel
» EXCELL team anc gues!s
ar - Mar 2004 287" e Pracipais n Trarng anc Deparimenia worssm00s o e
Tecrnca Ass.stance Pan vaucaten of re P o
va:Cal 0” wOrKsToDs Trarrgane Tecnmla
__Asssiamle Pa-
3+ This dees not account tor the mndirect benetit to users o!f the informuation prepared

= This dees not account tor the indirect benetit to users of the inlormation prcp.arv{i

> Number refers to instances of service provided or activity conducted with ind

IWViCLALs
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EXCELL Progrr Srstdrr a2 Fernrvanos S0
Quarter N Description of Beneficiary Description of Activity
230" e Principais from schoois e Parvcipatct 2.z 5
served by EXCELL Reflecio~ Crees
Apr — Jun 200« 253 « Principais from scrhoois e Paricroalpn ~ira~ "z 3essc7s
served oy EXCELL
343° s Principals from schoois e Partcpaton ~Quz o,
served by EXCELL Refecto~ Crce Mee:~zs
4667 » Principals from screoois e Parlcpaior ~ecnr s
servec by EXCELL as551ance s¢not . 88
4.3 Enhance the analysis of educational reform
Quarter N Description of Beneficiary Description of Activity
Jui — Sep 2003 4 +« Representatives from the e Sett~g .o Researcm Co Tee
Escueia 10 program (Drector o Defining core~ia~c o o e
and Crief of the Foliow-Up Natiora. Po ¢y Foru
and Monitoring Unit} ¢ Definrg Tes o7 Refere~ce o
s Representatives from the the “rsisigy 1o De ComoLTies
Nationa! Directorate for
Monitoring anc Evaiuat on
{(National Director arcd
Director for Project Monitoring
anc Evaiuation?
Oct — Dec 2003 134 « Members of the Natonai + Natona Ecucaior PC o,
Directorate for Moritoring and Forum
Evaluation
e Participants from pudic
sector. universites, NGOs.
international organizations.
schools arc others
Jan - Mar 2004 5° « Members of the Research e Folow-.p O™ resea cr
Commuitee concuciec
Apr — Jun 2004 260 e Members of the Researcr e Defrigormcfseccrosinz, amC
Commitiee ¢:scess:on of TCRs ‘- ¢
» Participants in National o Distimbutor of e EcLzale
Ecucaton Policy Forum Poigy Foru~— oroceec =38
e Ecucation Sector cec:s on-
makers

4.4 Other beneficiaries

A national audience was reached through participation by the Project Chiel of Pariv o
Educational Television in a one-hour interview progriam about the Project, i1s goas and
its means held on April 28,

“ Nurmber refers to instances of service provided or activity conducted with mdnacduals

Nurber refers to instances of service provided or activity conducted with indnnduals

1

Number refers o mstances of service provided or activity conducted with
= Number refers to instances of service provided or acuvity conducied with indhy

-~ Dees not retlect indirect beneficianes of results of study conducted.
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Addinonally. approximately 50 peopie were reached by a presentaton by EXCELL anc

part:cipation in an EQUIP1 videoconference about in-service traming programs waing

cluster models held on June 2 involving participants i tour countnes.

5 Problems encountered and solutions proposed

Problem issues and solutions encountered dunny the Privect's
implementation are discussed a1 the tollowing table. Issues ansine 1t the

nrsel vear o"
arsi three

quarter are summarized and issues trom the fourth quarter highishted when relevan:
((3: issues. proposals and results for April-June 2004),

Issues

Solutions Proposed

Results of Solution
({if implemented)

General Project
implementation

+ Buring the seconc guarter of
Project ogperatior (Sclaber —
Decerber 2003) the Project
underwenrt a detaiied review
to ensure MOE input into the
Prgject’s des gn ard greater
Prgject sensizivity to MOE
cre‘erences

= The MQE changed some
coLnterpans and
cacrdination mechanisms.

" Increase depth a~c frequency

of commuricaton wiih offcia
MOE counterparts ang .nciuce
other MOE stakeroicers
Promote greater :~tera:
commun:cation witnin MOE o
ensure cons-stency arc foifow
up on cecis:ons madsa.

Aflyrevsec.etsomciine
Proects 37" .a
Mpemenialon D a” w88
Dreparec 3°C adDTCHES oy e
MOE wi~ USAID cog-za-ce
Regud” —™Cc~1", 3cC
COOrC.maL0” ~eelngs T lalec
w1 WOk Procecicocrz ace
arc z Proect’c ow-u0 5Cus
meuging ite \ ce-— T slerEtC

_al counierpans

» Dur:ng the thurc guarter of
Proect operation {(January —
Ma-ch 2004 USAID policy
req.rec a budget cut of
SQC0 000 (18%)inthe
pro ect

Main changes proposed:

e Quality anc ecucaton
studies :.n Component 1
amated to one stucy

o Technica assistance unrcer
C 2 reduced from three visi's
a month 1o each scnog! o
WO ViSlS per mocuie

e Policy stud:es uncer C3
reduced 0 three stud:es.

e Project management angd
mplemeniation structure
streamiunec

« Pro ect geographica: code
ras placed serocus
imitatons in contraching
reg:onal consuitants anc
roDLIZ.NG resources

Cortracting imaed i«c
consuilarts anc prov cers
based rUS arcorkE
Salvacor

» Trarg ane Materais
Soecia st res gned o ;o0
rew Minister’s team

Igertfy anc contrac!

. Projact Setup

» Some misunderstancing
arose among poteria
orovicders about their role In
tne Proect.

increase :nformaton n
mee!~gs wik potenua
Drow Cers.

Provicers who excressec
CoLDs aooLter e
RN - Tolialiaal -1 Halol NN

ressl




L
d
b

Issues

Solutions Proposed

Results of Sotution
{if implemented)

« Concern in MOE about
nature of Consultative
Committee ir poiitically
charged environment

Mod fy nature of Comm:ttee 10
nforma: "Consatatve Groun”

Crarge —pe~e~wec z"C
| 3N K eey

accesiec oy Vot

» De ays in estabiish.ng
Consutative Group,
mplementing cost-share
strategy anc holding
:naugurai function.

Impiement acceleratac
schedule of visits with poterta!
Consuitative Group members
and rescheduie :naygural
function

Corsoter.e Grooo sel Lo
COS! 8ma3'€e 577 aegy oresemlec
arc :mauGuté ‘unsiom tec -
seconc c.amer Scisnen -
Decer~oer 2023

« Difficulty in filling post of
research specialist: delay
anc niLai candidale
contracied ¢ probation but
not retained

Furtrer search.

Postirg , f ez ~m oz

c.agner

' Component 1

Sub-Component 1.1

» Exising maragement
train:ng Neecs assessment
prepared by MOE made
origina actv ty p:anned in
the project unnecessary.

Use MOE information anc
intensfy communcanon

.Y —_ & - i
MQE snarec ~for~—ato- ‘o
stuces a~c .sec ~cef- g
- -~ - - -
the Tr TG EtC et ia

Assslarce P ar

« impiementaton of rraning
act vities delayed
successively for a variety of
reasons: project redesign in
October - November 2003.
Ducget review anc recesign
~ February - March 2004
anc change in government
tMay - June 2004

Set new start dae wih MOE

= Implementation by external
providers as plunned will be
costly and presents
contractual difficulties.

Sub-Component 1.2

= Hign-volume sca~rer ~ac 1o
be purchasec in US from US
provider.

Purchase rescrecued (o
accommodcale coniraciual
complex:ty

» {nfcrmation needs ard uses
Siicy behnc schecuie

S:ucy rescheduled 10 be
conduciec Dy project leam
members and consuitans from
impiement.ng organzatans

Component 2

» initi3: presertations and
mpementat on of principal
trairing anc technica
ass slance ceiayec cue 10
Qctader — Ncvember project
rev.3.0n

Actvities reschecuiec ~
agreementwih MOE a~¢
USAID

"‘D eme.—--a- e ‘-_ “ .—"Ce‘ .l‘a_‘

i e .
or tmep namer

Ma-cr 200

CETLEN

34 07 aa s
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Issues

Solutions Proposed

Results of Soiution
{(if impiemented)

« MCE expressec concern that
Strategic Quality Circles
mignt be :nte-preted as
des:sion structures, rather
than as a learning strategy

Role anc organ:zat.on of
Circles reviewed anc redefirec
as "Qualty Reflection Circles’
10 underine function :»
learmng .

Crga~zato~ i Quz 1,

Re‘ecugrn Crces esirec. el

arccompees Fu

Teel~gs mec s¢fem ~eacm of
s

s5:x cedanrent

o o
[

« Bid for provision of training
ancg techr:ca: ass:stance
carceiled cue to insufficient
resoonse anc iimited iocal
ressonses.

Six incwidual consuitants anc
Six project lechnica ass:isiars
contracted directiy

Re. sec ~oe~e~zicn
mecrans™ "3s ooetzlec a8

recu-rec

« Imtai MOE reques: that all
raining and meeirg
actvit.es be held exclusively
on Saturcays put pressure
on principai’s persoral ime

Explore with princ pa s haw
much personal Lme they are
willing and able lo gne o the
process

Ag'ee""e"' rezcmec ': fatotalolial

anc O a Re esicr C.': es
or Sat.ccays Avercerce mas
beer ~ g~ ‘or 50" BCt . 1 es

+ Baselire stucy deiayed due  Activity rescheduiec. Study compieted and report
to tate contracting of muhmmm
research anc M&E specialist - by Gontracior.

Component 3

« Eguity. Deve opment and Activity reschecuted and new Siigy como eeza~:z
Quaity in Ecucation stucy consuitant fourd presentec Jume 2004 D,
celayed due 10 lale Corswiiane
corractng o research and
M&= speciatist and or:ginal
2i¢ canceled due 10
geographica code issue

Monitoring and Evaluation

« Coropieton and vaicaton of  Activity reschecuiec. Fﬁﬂ”ﬂ“hbh e
Periormance Maon:itoring Pian mmm g e

(PMP) anc monitar.ng and
eva uator 10ols ceiayed due
10 SCCEssive fevis.ons in
Anrda Impiemertation Plan.

V]
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Results and project performance targets

This section reports progress tor all four guarters on activities as defined 2 latest revison
of the Annual Plan - goal achieved: goal pending or reprogrammed or neat
quarter).

IR t: Strengthen the Ministry of Education’s capacity to improve decentralized school management and modify and

impiement educational reforms

Component 1: improve management and information strategies i
Production goals {July 2003 - June 2004

Jul ~ Sep Oct - Dec Jan — Mar Apr - Jun Comments

Task and Activities

Sub-component 1.1:
Strengthen capacities
Task* ' 3. ¢
profess.cna

ce.aicpTer! sirateGy

Task 112 Deveoo
T&A matera.s for mug
e Mgt

Task * 1.3 Tran mude
‘2.e. managers

Sub-component 1.2;
Apply M+E systems and
research

Tasx 1.2.3. Deepen
kroamecge ¢of

~a~acement and cuaily

IR 2: Student achievement improved in 250 rural schools through training and technical assistance to schoo:
principals
Component Z improve achievernent through principal training and lechnical assistancs ;
. Production goals {July 2003 - June 2004 ren
Task and Activities ol —Se Ot - Dec San — NMar Aot - Jun Comments

Tasw 2 1 zenthy 2
ra~ J.ash Facsiaws

~asa 23

Comm™urcanots with

Ve
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IR 2: Student achievement improved in 250 rural schools through training and technical assistance ta school

principais

[Component 2: improve achievement through principal training and technical assistance
Production goais {July 2003 - June 2004

Jul - Sep Oct - Dec Jan - Mar r—Jun

Task and Activities

Task & 4 Orgarize
2-nuca Quaiy
Relecson Croes

Task 5 Jesign
Ta Mg and lechnical
ass:stance oian

Task 2.6 Ass.s?
centfaton ang
assessmen: ¢t
arsfess.ona:
leveppment needs
Task 2 7: Corduct
Dasen~e study

Tasx 2.8 AZaptcoreate
ra g maleras

Task 2 3 Provide
TANG AN lesnn.ea
355 5137CE

Task 210 Monies
wATING AnC leCnoiCal
as5:81ance

iR 3: Policy dialogue generated through educational policy research and forums
3: Educational policy ressarch : J

Production goais {July 2003 - June

Jul - Sep Oct - Dec Jan - Mar Apr - Jun

Task and Activities

Task 3 Coralo
2Culy and ec.cahon

Task 32 Defre
rESea SN 105,35
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iR 3: Policy dialogue generated through educational policy research and forums

[Component 3: Educational policy research !
Production goals {July 2003 - June 2004

Jul - Sep Oct - Dec Jan - Mar r-Jun

Task and Activities

Task I X Corouct

"eseattn

6 Management Information

As in previous reports. three aspects of management information are conunented here
» Intelligence about the sector and its context.
» Information about relations with counterpars and pariners in implementation.

« Information about Project impiementation and operation.

6.1 Intelligence about the sector and its context
Consultative Group meetings have been held regularly since the Group's instailation in

December 2003. and have continued to provide valuable information and msizht about
the education sector and the project’'s implementanon. Changes in governmen: led o
losses in group membership towards the end of the period being reported. Thus has been
addressed through the inclusion of four new members in the last quarter. Notes have

been kept and distributed of discussions in all sessions.

Additional information about the sector has been obtained through meetangs wath
international cooperation agencies in the sector and COP and team member partiaipaton
in a variety of sector tunctions organized bv the MOE and other organizatons,

6.2 Information about relations with counterparts and partners in
implementation

Comumunication mechanisms and information Bows between the Project and 113 MOE
counterparts improved and developed positively thiroughout the tirst vear of
implementaton.

al The regular follow-up meetings with the Minister. Vice-Ainister. ail forma. MOE
counterparts. other USAID projects and USAID representatives that were set up
have continued to be held every three to four weeks and an agreemen: reached
with the new MOE authorities to continue with this practce. In June 2¢
initial meeting was held with the new Minister and Vice-Minister 1o adree on
and provide general information about the project. and toliowed up with a detaed
technical meeting with the Director General tor Education and the Natonal
Director for Education. two kev position ereated by the new Muuster,

g oan

bl Monthlyv meetings continued to be heid by the COP with the Protect counterpan:
coordinator {the MOE's National! Director for Educational Development: - usuaiv a
few davs before and in preparation of the meeting with the Mimster and Vice-
Minister; and with the MOE's National Coordinator for Prozect Progzramming and
Follow-Up. Additionaily. the COP has adreed to meet regulariy with the Natx
Director for Educaton. the kev technical decision-makKer i the new MO
structure.

[ V]
Y]
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¢} Other team members. namely the Quality Manager the Training and Malenals
Speciadist and the Research Specialist have also met on a reguiar b o
COUTLIETPATITS.

6.3 Information about Project implementation and operatfon

Staft meetings have been held on a weekly basis 10 review weekiy a.nd month
and administrative 1ssues. A specitic coordinauon meeting for Com pn ni .2 1S oW alse
held on a weekly basis given the complexdty and varietv of issues in s unplementianon

In addition: to an introductory project description. two quarterly update bulletins were
distributed electronically to all MOE HQ counterparts. other MOE personne! and other
sector agents, and in paper form to all pnncipuls taki'u_ part i1 Component 2 and other
contacts, The EXCELL webpage on the EQUIPL site” hus been updated regularh with
project information and project documents are now bc-m\T uploaded 0 he made avasable
there.

7 Management activities

7.1 Organization

The project's original design called for subcontracting of unplementers tor trauung and
technical assistance for mid-level managers and prinapals. This s stll being
contempiated for mid-level managers. In the case of principais. trainers and quaioy
assistants were contracted as consuitants directly by the project unplementaton unt
This has proved an effective and efficient albeit libor-intensive. measure

The Project’s structure underwent a major reerganization in response to the bucdae:
revision. This streamlined implementation by placing all field personne! under coniracs
from AED, the project’s technical leader.

7.2 Staffing

The position of Research. Monitoring and Evaluation speciahist has presen
difficulties throughout the vear. Initial expectations about the gualificatons reg
the post translated into the position not being tilled unti! the end of the 2 :
Additionally. the first specialist had to be replaced and a new recruit was
the end of the third quarter and began work in April 2004,

""J..
]

The addiuonal workload implied by contracting trainers and technical assistants directly
implied additional administrative statl to absorh the support mn:tally provided by CARE
and Save the Children US up untl their withdrawal from the Prorect

7.3 Procurement

Procurement for the vear being reported on consisted of a lagh-outpul scanner or the
National Directorate tor Monitonng and Evaluanon. Addinonal sormware needs for
quantitative data processing and analvsis tor that unit have been idenubied through &
consultancy and software wili be acquured mn Julv 2004,

hup//waww.equipl23 net/equipl /excell
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7.4 Management visits

Management visits for the quarter included the AED Project Director i charae o
ENXCELL. the AED Senior Education Officer in charge of Laun Amencan educaton
projects. the AED Global Education Center Financial Otficer and the EQUIPI Deputy
Director.

7.5 Timeline of activities

The following Gantt charts present scheduling according to the project’s latest revision for
the whole of the first vear of the project’s implementation. The chart includes actvities

completed and activities rescheduled. - Reschieduling 1s charted against the oriqnal
schedule. In some cases this means original activities were redetined or cancelied

7.5.1 Project Setup and Component 1
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7.5.2 Component 2
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7.5.3 Component 3 and Monitoring and Evaluation
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7.6 Progress on alliance formation

During this vear working relations were estabhished with FEPADE. Centro Alfa and. more
receritlv. Asociacion Infocentros. Positive communications were held with mnten
cooperation agencies working in rural education. including {ILO-IPEC. Worid Visicn, PLAN
and Action Aid [Avuda en Accidn). In the last quarter relations were inttated with
AMCHAM (American Chamber of Commerce in Ei Salvador) and with Banco UNOin
search of pariners to provide support 1o project activities,

8 Lessons learned and recommendations

This section summarizes kev lessons learned trom the Prorect’s during the nirst vear of s
implementation and already presented in previous reporis. as weil as lessons denved rom
the fourth quarter. Each fesson 1s ollowed by specitic recommendanons signaled by
bulleted paragraphs.

The vear's experience underscores the need 1o ensure tools and follow a dear purpose.
It has proved important to develop a strong conceptuil framework  support IR 2
(Student perfornmance unproved in 250 rural schoals through traimme and tecinedd
assistance to school principals). At the same tme. implemeniation assumed &
considerable amount of conceptual developrment i quality to promorte i rural
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education in El Salvador. Developing this conceptualization has proved nime-
consuming and ongoing.

+  Ongeing discussion of the model and the practical implicarions ¢ Is
implementation have proved critical. ard opportuniities Mus! connnne b
established for both the tearn and project counterparts 0 the MOE and USAD 0
participate in such discussions.

The Project’s design is guite opumistic. as already identified 1y the First Quarter
Implementation Report. Even without the external constraints that wewghed on b
project, actual implementation times have varied widely.

W

mming issues in a flexible manner.

Professiondl development models. Both in Sub-Component 1.1 and Component 2
Frofessional Development Plans were proposed and have been implemenied in
Component 2 1o integrate a varety of ramning and technical assistance miernvenions
within coherent and strategicallv-oriented etforts. This is an innovatve appreach o
the MOE. more accustomed to training acunvities as tree-standing actnvities 1 S
been positivelv received by all those involved. including principals and MOE « ficals

= The implementation and resulis of trairing and echrical assisiance o ihe
project muist continue o be monitored and systemaized 1o ensire thar 0ssons
are extracted and taker advaritage of.

Protean and nudri-centered nature ot MOE policy defininons. Expenence f1as proved
that the MOE is a multifaceted entity with . variety of political. policy and rechnical
needs and interests.

«Incommunicating with the MOE it nust not b assumed thar ormanos aha
agreements shared with one courtterpart necessanly reflect either the
instinedion’s overall posinon or that of orher counterpeets. Connnuons and
detailed cormmunicarions must be held with each level and ctoranos musl be
shared with each about discussions with others.

i

Project’s design. Presenting the Project at various occasions o people af vaneus levels
o: the MOE structure improved its strategic and operational design and samered
goodwill for the Project. However. the hasic premuse that project interventions should
be designed and consulted with participants in order to empower them has caused
some discomfort among counterparts. given the tensmon imphcit belween empawenng
principals and avoiding unnecessary teusion within the MOE stnuciures of

o Consultation and design activities must be relatuely nsidaed” fro
implementation. to avoid the impression that the EXCELL tear: s mor sine adbous
what it wishes to obtain through the Project

+  Once implementing agenis (NGOs. consulting and research organizatons.
ndividual consulrants! have been selecied. these showndd be rolved

designing joirutdy with the projee! the acovitios v which they wll e
This rasx should be included in rher Terms of Reterence.

Prgject alignment with the client's interests and perceptions s paramonuni, Although e
Project proposal and vear | Annual Implementation Plan were prepared i
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communication with the MOE. the back-and-forth exchange of docunienis used was
insufficient to ensure that the MOE counterparts feit comiortable with th
interpretations made by the Project team in an enviromment of changing poliical and
technical conditions for the MOE. Once this was vowed by the MOE and
acknowledged better. more frequent and detailed communicauons were eld an
Project design became better aligned with the MOE's requests. Close USAID
participation and communication in this protess was also enucdl o ensunn
positive but realistc response by the Project 10 the MOE's requests The 10
definition of the counterparts for each Componen: by the MOFE was also cenducive o
strengthening the Project and its implications for MOE and USAID interests.

= The project must continue to actively pursue commuanication wath the MOE
counterparts. both indwidually and as a group. both int terms o7 deswg and o
implemeniation.

Pedagogical Innovation Projects (PIP) as a key resource 10 focus Compornent 2 1asss ang
actvities, The idea of the Pedagogical Innovaton P'rojects has developed mto a Rev
element which helps to tocus the Project’s work in Component 2 around result
rather than activities or interventions. Additicnally, the PIP will help partiop
principals to link training content with discussions in the context of the Circles for
Reflection and with technical assistance at the school level.

»  The Project must follow the developmernt of the PIFPs closelyy and spstemasnize
their implementation and resules. as this may potennicdly be ore o7 the hes:
resources in implementarion and replication.

«  ENXNCELL must actively seck and develop eapenences and vunianves thar thw

T *

MOE is already applying 1o conduct the Proect's tntervenrions, THis 2l wprove
their acceprability and sustainatudin,.

Agreemen! aboul legal and contractiial constraints 8 paramonrn!. Implementation has
faced persistent setbacks 1n Kev activities around ssues related 1o the Protect’s
geographic code.

= Any follow-up to the Project should early on acddress and resoive the sse o e
source code so that it does not reappear in fuiure implenenalion €207

Importance of sireamlined management structures. The project manageinient siniciure
was designed to maximize the opportunities tfor the various pariner organizain
contribute their institutional experience and expertise. However. this made provec:
management quite cumbersome.

«  Project design must ensure the unambiguous inking of aurthonty respoisbhig,
and resources for each of its tasks and acnivities

Effective comrmuirucation. Ensuring tormal conminunication with pnncipals

notification and other logistical issues has sometimes been ditficuin, as these must!
channeted through MOE mechanisms. On ancthier level regular meetings witi
counterparts contirtue to prove their value. In particuiar. the enthusiasue mvolvemen:
ot both the Minister and Vice - Minister in project information and acingiies !
very useful to expedite and ensure the pertinence of the project’'s intenentons

« In addition to formal cormumunication: mecharnisms, informad mecharnisms ensure

a smooth operation for the projects. This meay inchide “graperie” susters Wi



each indiwvidua contacting a 1ew of his or her peers. as well as dircer bt
informal communications between the project team and principals.

+  Prgject team members must cornitinue o schedule and promote freguen: and
reqular meetings with MOE counterparts ar the different levels includirg Zone
Coordinators and Pedagogical Adursors 1o erwsiure their continued by, oL G35 Lol
as facilitate communicanion beltreen CoLnierparts [0 Mauiai proec: cabeeoe

Project implementation and team reorganizarion. The team’'s mulitfaceted composiion
has been a valuuable asset to the Project. Together. team-members cambine Knowledse
about the MOE, the private and NGO sectors with a variety of disaiplines and
management domains. However. it has aiso meant some ambiguiy i provect
responsibilities. Project implementation has reached a pomnt now at which Compornens
2 is tullv operational. training materials have been completed and the Mid-

o Management Training and Technical Assistance Plan has vet to start operainis
Addidonally. project completion is just one vear awayv, and a varely of sushunabiiny
issues have begun 10 be identified. This matter suggests that the project eam wll
kave to face issues and displav competencies that varvy somewhat trom the
competencies required in setting up the Project. Notablv. this includes being able o
rapidiv deplov Mid-Management Training and Techinical Assistance. svsienuiliize
lessons learned and maintain high tean: morale while conducting intensive

- implemeniation activities. Teamn composition should be reoriented to address
changing project priorities.

+  The opportunity presented by the resignation of the Traimng and Maenals

* Specialist should be used 1o redetine that post as directly i charge o7
implementarion of the Mid-Managemen: Travung and Technical Asswsiance Plan
= s+ Expectations aboul responsibilitics and interacnons m Component 2 belloeer
Jfield managemeruit and maierials and n.erhods design and systemanzano.:
should also be reviewed in light of the needs tor intensihied yplemeniaion anad
- the identification of lessons leamed and next steps concerming the profecs

Project continuiry and sustainability. Feedback from a varewv of sources. otahly

consultants providing support to the project. suggests that it 1s imperatve W think

about the project and evaluate its activities and results m the context of v iongder-term

strategy. {onstraints in resources and available time meant that the profect was

designed and implemented for a two-vear period. However, this does not mean that s

- implications should be read onlv in the conteat of these two vears. Rather, the proedt
should be examined as an eftort 10 develop effecuve intervenuens in gualinvy o
education for rural schools and with school principals,

- . . ) s .
«  During the coming year. emphasis should be made on concentiraing on “he ~os!
eftective and viable aspecis of EXCELL interveniions. and how these can be
efriciently replicated. In contras!, iess effecnve or unviabie mlervennens showid
- be curtailed.
«  Addirionally. eftorts should be made 1o recognize 0pPOrMNINEs (G opmee the
Proiect's results and impact.
" )
«  Finally. s fundamenta (o identity how the Proiects reswdls and niervennons
alien wirk the USAID Mission's new country strateq.
Risks and challenges in implementarion of Sub Corrponerni 1.1 As expluned in thus
report trawning and technical assistanee for mid-level managers has so far oo
Ed



-4k

*F

proceeded bevond the planning stade for a vanety of external reazons This poses hoth
risks. as unplementation will have to proceed i a compressed schedule and
opportumiies. as resources may stull be usetuliy reornented woward aspecis of
Component 2 that were negatively atfected by the March 2004 budget cutl noatably
technical assistance in the tield.

« Indesgning the 2004-2003 Project mplencnianon Plan. decisions shonld e
made about passible resource reailocarions betuwen Sub-Compoteni 1D and
Componenr 2.

Implemernitarion of complemeniary intervennons it Component 2 Expenence i e
implementation of Compenent 2 has shown the positive attitude that pedagoiical
advisors and teachers have shown towards the Project. including pedagogical advisors
volunteenng in project activities, However. the positive interventions developed with
Principals could be greaty benetited throush ongomng support To teachers and
pedagogicad advisors.

»  Alrhough resource limitations unply thar no sysremanc large-scale aon:t
be conducted with teachers and pedagogical advisors. ar erort shot
o idenrify. and as far as possible test, acnritios thar covldd larer o0 e Bl cuo
a coordinaled intervention with these varfous populanons.,

Central imporntance of school-level technical assistance. Having overconme the challendes

Tore eaident i

project impiementatdon. However. this aspect of the project was also the one moest
severely hit by budget reallocation
»  Conriruung efforts must be made 1o develop an: effective mode! 207 U schoos
techinical assisrance to principals. as well as expandizg teld tea capasites
needed for providing such techrical assistance.

)
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égnex 1: Level of effort

Leve| of Effort {in days)

Team Member Jui-Sep 03 Oct-Dec ‘03 Jan-Mar 04 Apr-Jun'04  Total “;’;g::’"

Crie’ of Party 48 54 56 6= 222 3
Qualty Manager 62 58 53 6 247 2°
Researcn. Menitoring and *5 33 31 g3 Ti3 Tz
Eval_ation Specialist
Trairng and hatenas 34 6C 83 65 222 ‘e
Specalist
Adminisiratve and 40 58 63 85 226 TE
Fina~cia! Mzarager
CQuairty Facilitators (8) 343 378 384 ] g2
Quaiity Ass.siants (6 42 242 23
T-airers’ s g -
Adminisrative 85 16 "7 260 saz <7
Assistarts®
Driver 33 63 83 “E3 4
TOTAL 264 758 g£34 *358 3z 4 288

*Contracted as consultants but funcuonally part of the Pricect team

LAdnunsimanve assistants were increased rom 2o 5 s the Aprl - e 2059 guamer e

addresa mereased workload due o aimplementanon,

Annex 2: List of documents produced

Thie ‘ollowing documents were prepared during s vear wid are available on demand

1. Dewees, Anthony {2004). Equidad. Calidad Educatva v Desarrado e B Salvador

Estudio Introductorio.
2. EXCELL {2003). Resumen Ejecutivo de Avance: Octubre de 2603

J. EXCELL {2004}. Centros Escolares. Direciores v Directoras atendidos por ol

Provecto EXCELL: Caracterizacion General (Schools and Prinaipalis served by il

EXCELL Project a general profile)

4 EXCELL {2004]. Plan de Formacion v Asistencia Tecnica para Directores v
Direcioras de Centros Escolares Rurales Jdel Mi
School Principal Training and Technical Assist

1i

ance Plan

3. EXCELL (Febniary 2004} Liderazeo Pedavdstco 1iinstnuctiondl Leadership -
{Avaiiable also on the EXCELL web pagetl,

. EXCELL Mav 20041, Liderazge Pedagogico 2 :nsiruct:onal Leadersthup 2
(Avarlable also on the EXCELL web page}

7. Fundacion Empresarial para el Desarrollo Educative sFED

del Foro Nacional de Polittea Educativa (Report of the Nan

Foruml

1

2. Fundacion Empresarial para of Desarroily Educativo s 8 EPADE 2004 Taler de

asteno de Educacion MOE Ruaral

s

I
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10.

11

research agendal.

Fundacion Pro-Educacion Especial (FUNPRES! (2004). Diagndstuco sobre ta
Situacion Actual de Educacion Especial en cuanio 4 ld Atencion de Necesidades
Educativas Especiales v su Atencion en Fl Sahvador {(agnostic of the current
situation of special education in El Salvador).

Molina, Gustavo (2004). Plan de Formacion v Asistencia Teomea para Gerentes de

Nivel Medio del Mimisterio de Educacton (MOE Mid-level Managemmen: Traimungs and
Technical Assistance Plan)

Svivia Linan-Thompson (2004}, Buenas Practicas en Lectura v Escntura Guas
Docentes. {Draty)

Annex 3: Geographic information (Component 2)

The tollowing maps were prepared by the MOE Directorate for Intrastnuciure ploting the
local:zation of the schools served by the EXCELL Project.
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Annex 4: Detailed beneficiary data for April — June 2004

Sub-Component 1.1

Activities in Sub-Component 1.1 of the Project tor the fourth quarter of the proect's

implementation involved people in the tormal presentation and kick-oit sesswon of the
Management Traiming and Technical Assistance Plans deusled i the followsne wable,

Category Male Female Total
N Ya N Y% N %
MOE offices 35 38 38 B2’ a3 LRy
EXCELL schools 16 S 20 36 36 LA
Others 13 59 - 9 417 22 XY
Total o-4 42 =7 = 151 100

Sub-Component 1.2

Bewwreen Apri: and June 2004 Sub-Component 1.2 invoived tratmung and technedd
assistance in Jeneral and advanced statisties and sottware use for 3 members of
personnel in the Directorate tor Monitonng and Evaluation,

D0
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Component 2

Activities in Component 2 benefited principals and Pedagogical Advisors imvolved 1 the
principal wraining and technical assistance process, including training sessons
Reflection Circle Sessions. and principals and teachers in Technical Assistance visiis o
schonis in the six deparuments covered by EXCELL.

Female Male Total
Category N % N % N %
Principals in training 253 56 -99 150 enpe
sessions o e - b
Principals in Quality 3437 575, 256  43°. 599 <00%-

Reflection Circie meetings
Total 596 57<: 455  43°: 05 OC°:
Additionaliv, 466 technical assistance visits have been conducted, 10= 1 Apm! 120
May and 138 in June,

Component 3

Beneficiaries of activities under Component 3 for April - June 2004 inciuded 260
recipients of the Education Policy Forum proceedings report and the members of the
Research Commiltee.



