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CHAPtER 1 

IaH A Ta 

At Independence in 10o the government of Zimbabwe initiatod amajoe expansion of the education sector at all levels& The
iflitiative involved transition from an elitist system to a system
which provides universal access to pvimary and secondary

education and expanded vocational/technical trainirg

opportunities. Enrolment at all 
levels increased dramatically*

between 190 and 1985 enrolments in primary schools grow by a
phenominal 17e% 
or e2.7K per years while in secondary schools,
the expansion wa& an unbelievable 576K over the same period or
 
96% per year.
 

This dramatic expansion brought the consequent need for
substantial construction of new facilities and replacement of
facilities destroyed during the war, training of new teachers and

instructors for schools, teichers' colleges and

vocational/technical colleges, and expansion of ministerial
 
admisiistrative and planning capacity.
 

The combined affect of the expanding activities of the Ministry
of Education, and the Ministry of Labour, Manpowr Planning and
Social Welfare has been to put a strain on the country's

financial resources. At present, they both claim about 9% of
the Gross Domestic Product (GDP) and the situation at the moment
has reached a stage where the Government of Zimbabwe 48OZ) can
 no longer significantly increase its contribution to 
the ­promotion of educational activities in the country, although the

GOZ is spending more than Z$400 million per year on education.
 
Indeed, their share as a proportion of total government

contribution has been marginally decreasing: 
 19% in 1982/83, 18%
in 1983/84 and 1984/85, and 17% in 1985/86. 
 This is the point
2t which the Basic Education and Skills Training (BEST) Programme
fits into the whole picture of financing education in Zimbabwe.
 

1-162 RE RQ QMI NQ&A Kik 

According to the agreement between the BOZ and USAID, the basic
 
goal of the Basic Education and Skills Training (BEST) Sector
Assistance Programme is to contribute to Zimbabwe's economic and
social development. 
 This is done by providing additional
 
budgetary resourceq, to assist the 60Z implement it& 
planned
programme to expand its educational and employment vskills

training system, with special emphasis on improving cost­
effectvan- s and equity within the overall system.
 



ThePprWammmOOD reeuew At-* utiligod to supptblt thhbw itemm and
alivtrs b~aie 

Otleludih 	 iti the OW')s Ahhtuai tatimates of kmpohitlUrv
tho Public Bettut ltvestmutit Ot-bt-amme (PPIP) whith are
empt@ted to itb-ribut* 
to the temoval of the key edutatinal
Constraits inhibiting the attainment of the 
OZ goal to empand
its education and skills training system. The constrmints
identified for this programme arms 
 limited resources,

insufficient numbers of trained teachers/isntructorso

iniapproprAate instructional curriculump inefficient/inequitabl

spatial allocation of educational/training facilities, and
insufficient planning capacity. 
 Under this programme grant, a
total of U6S45 million was granted over a three-year period, with
disbursements to be made over 
five 	years, in support of the

programm*'R gcal as identified above.
 

1.3 9ON gE BEgEBMgM EQB IL4g g9iOueir QE 1J DgI 

The terms of reference are divided into a number of aims

and objectives. 
These were as followsu
 

1.301.1 Ascertain to what extent the original aims and
objectives as stated in the BEST approved.document have
been and are being achieved. These original aims and

objectives are to develops
 

0
 

a) 
 a more efficient use of educational resources that
will allow increases in the numbers of children

enrolled in school and will 
increase the availability

of relevant vocational/technical training;
 

b) 	 substantial increases in tne numbers of fully

qualified elementary, secondary and

vocational/technical teachers and the

institutionalized means of providing qualified

teachers on a continuing and cost-effective basis$
 

C) 	 dee~nstrable improvements in the quality, relevance,
and instructional effectiveness of the curricula of

both elementary and secondary education and in
 
vocational/technical training programs;
 

d) 
 a more equitable distribution of teaching and

vocational/technical training to rural 
*-z-asand other
geographically dispersed regions of 2imbabwe and
efficiant mechanisms in plae= 
 o assure the

maintenance of equityl and
 



3) 	 a triam~thwsd dMiMipatgiveo "IuaiV aed mAHAW"meui
adoeity at vatibuu e~tieal leveIm of the adueat onAtMi vfuitibnAliteothnitl ttainikmy ystims leading to a
1Pri Ust-uffwttive Us* bor tafbut-es itid themadetation of rweurrent financial burdens,
 

1,341.9 Identify problems that are/wer 
being faced

in the implementation of the NEBT programme
 

i.9.i.3 Determine if there were/are any unintended
 
outcomes in the course of the implementation of BEST*
 

1.3.1.4 
 Assess the quality and relevance of

education and training as they relate to constraint
 
areas under the BEST programme.
 

1.3.1.5 Make recommendations to the SOZ and UBAID on
issues pertinwnt to the improvement of BEBT in terms
 
of its management and implementation.
 

In order to achieve the aims and objwctives of the evaluation
outlined above, the evaluation focussed on the progress made by

BEST in achieving its goals through the following areas and/or

aspects. The specific activities funded under the BEST
 
Programme are listed below,
 

1.4.1 	 Construction
 
1.4.2 	 Equipment
 
1.4.3 
 Staffing and Staff Development
 
1.4.4 	 Cost-effectiveness
 
1.4.5 	 Technical Assistance
 
1.4.6 	 Institutional Development including

curriculum development and teacher training
1.4.7 	 Administration and planning of programme.
 

In this report, these various aspects are discussed under
 
six areast Administration and Planning$

Training$ Teacher Education; Vocational/Technical
 

Curriculum; Construction and Finance.
 

However, issues of planning and management and finance are 
dealt with in all areas which have been put in the annex. 



thi mothedb)ogY Amd for the *vilukion of all the projects tinderBE|To whielh have been evaluated, isn Cantomte Inputo Prsoeso

Produet (CIPP) Models
 

1.5.1 Q IKe AiLUAki ou 
 This deals with intended ends
(goals and objectives) which are determined through 
 a
series of planning decisions, fhwue decisions are

serviced by context evaluation, which continuously assesses

needs, problems and opportunities within 
the decision­
makers$ domain. 
 In the reports this was used in 
 the
 
discussion of planning, in every chapter.
 

1.5.e LORIaR 
 Intended means (processes and procedures)

are determined through a series of structuring decisions.

These decisions are serviced by input evaluation, which
 
assesses alternative meana for achieving the specified

ends.
 

1.5.3 .trils The actual 
means are determined through a
series of implementing decisions (following the plan or
schedule outlined by the intended means). 
 These decisions
 are serviced by process evaluation, which monitors and
'debugs' tne processes to keep them in as close conformity

as possiblu,with the intended means and which makes

adjucbments and refinements that seem to be called for by
actual experience. 
 In this report, in some sections, this

is dealt with as "implementationu.
 

iloas 06hbikkO 44m *Nbme 
 *OWm 0e00 664 a 449604 ae
recycling decisions. These decisions are serviced by
product evaluation, which is concerned with comparing
aetual to intended ends, but which also takes account of
other, unintended effectm. 
 In this report this is treated
 as outcomes. However, in certain cases it was not easy to
determine the outcomes. The emphasis, as the reports

indicates, was on the process.
 

1.5.5 PI# 9i211t9gD mDIX.An1DJh The instruments used
for collecting data for the evaluation of the BEST projects

ares discussions; 
 document and literature review!
 
interviews; questionnaires and site visits.
 

Discussions t'se held with DEBT Working Group members to
becpmp 'qetainted 
and familiar with BEST programme project;

and implementation procedures.
 

'4 



l,soll 6kt!AkWa. Ahd InILtkI
 

Literature And dbeumants rilated tt the ukdt programme sugh
iS Programme Want Ag-eemutt, Minutes bf t metingso
Projeet Documents# Reports and implamenti"V letters ware 
obtainable in UAID impleimnting ministries (MONt MLMP9W,
MPCH) and the MFEPD. The** documents were a valuable 
source of specific data regarding various projects withinBEST&
 

Interviews, for some projects, served to clarify document
 
and questionnaire data. There were cases in which
 
information obtained from documents was confusing,

depending on what documents were consulted. For instance,
 
the rroject document for computerization has two starting

dates, viz: 1982 and 1985. Interviews cleared this
 
problem in that the project was not funded by BEST until
 
1985, although it was approved in 1982.
 

1.5.5.3.1 vInte1vyts LIMtatipUS: The valuators ran
 
into some problems in arranging interview appointments with
 
officers, particularly in the Ministry of Labour, Manpower

and Social Welfare. For those stationed at the N.V.T.D.C.
 
the evaluators made three, four or five trips to get an
 
appointment. First, the evaluator ',ent there to make an
 
appointment, second, to go and confirn it and, third, to go

for the interview but to find nobody, fourth, to make
 
another appointment and confirm it and, five, to go and
 
interview the officer. This happened on several
 
occasions.
 

The main reason was that officers were not on the phone.

However, in some cases the interviewees were not available
 
after appointments had been confirmed. The evaluators
 
were told that the officers had been called for meetings at
 
Head Office and it was not possible for them to contact the
 
interviewers to tell them of the problem. This tended to
 
delay the process of data collection.
 

Questionnaires were used to collect data in a number of
 
projects such as: distance materials, technical subjects
 
kits, upgrading of primary teachers, Belvedere Teachers'
 

College, computerization of the Regionsr !:.-.ization of
 
examinations, administration of BEST projects, etc. The
 
details regarding the returns of questionnaires are dealt
 
with under each appropriate project. However, it is
 
necessary to point out th&t all the questionnaires, except

for upgrading of primary teachers, were hand delivered and
 
collected. Benerally, the rate of return was very highl
 



064a wak oltiIvtod duek the pried of Pabtuary 16 to
I fteeh, this was du&to the faht that tuido wel
availabil fbr travel the l1th nbtuarv, 

met 
util fP ab 

the analysis of data in th various projects is dividmd intat

dieusskmibwianlysiso observations and recommendatiofne,
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.The rest of the report is arranged as followmn
 

Chapter 
a m A synthesis of General observations and
 
Recommendations,
 

Annex I i Administration and Planning
 
Annex 2 v Curriculum
 
Annex 3 @ Teacher Education
 
Annex 4 1 Vocational/Technical Training
 
Annex 5 v Construction
 
Annex 6 s Finance
 

Chapter 2 is a synthesis of the generic observations which appear

in most of the BEST programme activities* -This arrangement

will help the BEST evaluation teo to make an overall assessment
 
of the programme.
 

The annexes provide a detailed discussion on individual
 
activities/projects under BEST on which the overall aswassment is
based. The annexes also serve as a reference section for the 
overall observations and recommendations. 



As iditated in hApter I 0+ this ruptwt thAptat k ilkdirected at general observations 
and racommumdat lons
remulting from 
 the detailed distussion/aaliysit.
observations 
 and recomm.endation 
 of emach wvAluatud
activity 01 M WHI under such topit s ,I aI(*tLtadministration of the MbIk 
 programmo, curriculum, teuahereducationt tuchnical/vocational trainirig, construttion and

finance. 

The discussion 
 of the 
 general observations
recommendations and
in the chapter will be at 
 two lovwls.
The first level deals with 
obtservations 
 related ton
project identificationy 
 needs assessmnent, planning
(covering aspects such asu 
 project docueneuit, objctives
etc.) and implementation (coverS-grn disbursoing#.t of "undw,criteria for fundings project co-ordiraticon supervision,
narrative and financial reports etc.) The second level
deals with 
 the constraints and objectivex identi-ficd in
chapter 
 1. The main purpose of the discussion in this
section of the report is to determine whether, given thegeneral observations, the objectives directud at ramnovinqthe tie constraii-t (lmi ted resourc-s, 
 inlsul iciuLtmembers of trained teachers/instrurto s, inappropriateinstructional curriculum, 
inetficient/iequi table spatialallocation 
 of educational/training facilities,insufficient 
planning cbpacity) have bee;/are being mt. 

* 1 L0ABOLI 10IRY011.0 

Une of the responsibilities of the 
 implomonting
ministries 
was that of identifying the projects andpreparing documents 
for funding. The 
 information
available shows that some 
projects were 
 adequatoly
identified by the ministries contarned but that athars(projects) 
were essentially identif-ied by the politicianisand the ministries were then asked 
 to ionplr,0mgnt thum.
The data collectkd regarding this issue showpeople were not aware of 
that some 

the origin of some of theprojects they 
are running. 
 Ihere were a "ftw cases 
 iiiwhich PSIP is named as having identitiud some 
projucts.
Some people think the BESI 
Workiyog OT'oup (bWU) ideTntifiedcertain prp La.sLL This claim hibs not be,, Supported bydocumentary data or interview irifo'matior. (see Aii.­enwtion 1.7) 
 The evidence providwd, which is discussdin section H.2.1 of Annex 2 shows that some projects wore
 

'1
 



idmfi+t*lod by tho 61vibmbws ObvWitiolnW , I hw kitina tebtmaktwd 'pem the ittaluvews futthwi- tidiutyum that furlWw-V vat-matkid +btl the impilWhItiJt-U nbihmItt'|ie bWlotvwllpatifit pt-j~utN wet-* idri+ifid,
 

lhW issue here ils tiot the soutte 01. th lyavl 0-tideItification Of' projects but whether thtie ds of tho 
tat-got audience wore takenr into couisidnratioti iti plariiiingthe projects, and whether some ptrior'ity crituriawore usud 
in the selection ot projects.
 

It was observed that for mhost of' the projects evaluatad 
no formal needs assessment was unidertaket, and in those for
which needs assessment was done, it was inadequately dovri.
 
A good evample of a project for which formal nadsassel,.niteit was 'adequately done is the "localization of
examination" 
 (see section 1.12.1). Iri the procuss of
planning this project an officer ivi 
the Examination Hranchi
visited the UK for discussion with the 
British Council,

the Associated Examining Board, the Cambridge Local
 
Examinations Syndicate, 
 the University Entrance, and

Schools Examinations Council and the Schools Council. A
report was produced as a result. 
 T. main purpose of the

discussions 
was to determine the need avid feasibility o
 
localizing examinations in Zimbabwe.
 

A typical example of a protect undertakers without a
thorough needs 
assessment done is the "Technical 
Kits",

particularly the assembling atid 
 use of kits. Uur

investigation of this project revealed that the assomblivig

of kits 
 was not preceded by a thorough noeds avialysis

exercise. 
 In all six schools visited irn the Mt. 
 Darwin
(pur-chase) area, teachers poinited out that some tools in
the kits were not as useful as somw that were wiot included
right across the subjects. h'lee ag'iculture kit wassingled out as in-luding an ox-drawit plough which teaclours
felt was not as efficient as the tr'actors they hire to dothe ploughing for them. 
 (see sectioi 2.2.5.2 Annex H for 
detais). There are many examples of iinadequate noodsassessmeint we can give from individual pT'oDJcts r'ight

across the BEST programme. Furthey more, documortary
information 
 also show Mutare, Gwe-u, avid Bulawayo
technical colleges had needs assussilenst dowiu by
Yugoslavia, 
 MLMPD, EEC arid US consultants respectively.

'he people interviewed indicated that needs have besvy-"cumulating over the years and wure known and thdVyo'foru
ther- was no n0cessity to waste tirnU j (uinssLy byundertaking a needsformal assessmenvt exercise whenv the
facts are already known arid obvious. b'his argumevit ispersuasive given the context in the expaveisowt of educationt 
at all levels in Zimbabwe. 



Howmvot, it must 60 pointed out that |aek of mmdAsemsment leiad tfty obbueatLym and inadequateto u
plwmk.in whieh rmult in seious implementation problems, 

The teama overall observatkon was that all projects fundedunder the BEST programme had most of the documents'

prepared before funding, 
but a few project dOcuments were
 
prepared retrospentively.
 

Howiver, most of 
the plans for the projects were very

inadequate 
 in the sense that objectives were not c1ear or
specific enough to be measured. They were presented at
 
the motherhood level. 
 The evaluators had 
in some cases
 
to develop further the objectives with the agreement 
of

those concerned order to
in determine whether these
 
objectives were being met. 
 The other flaws of some
project 
 documents were vague justifications, lacking

criteria measurement for objectives and failure to provide

activities 
and time scales. In most projects, time,

financial estimates, and other required resources were
 
underestimated, resulting 
 in resubmission for funds 
and
extention 
of time for the same project. This problem

made it difficult for most of tha 
BEST to meet the

criteria (see Annex 1, section 1, section 1.4.7) 
 being
implementable within the disbursement period of the 
 grant

and having adequate provision for finance and other
 
required 
resources to assure completion, maintenance and
 
continuation of the activity.
 

In 
 the Distance Education Materials, for instance (see

Annex 1 Section 2.3.4.4) it was observed that twenty items
 
per set were prepared in the hope that two pupils 
would

shae, nut 
 as it turned out the classes were invariably

biyger than 40 pupils and hence items were shared by 
more
than two pupils. All 
this points to lack of thought and

detailed planning and needs assessment.
 

In the Upgrading 
of former Primary TrrAined Teachers
 
Projecty our observation 
was that while the concept

upgrading teachers is very scund, 

of
 
not enough thought was
given to the assemoment of the effects on the above
 

average primary 
school teachers and secondary school

teachers. 
 No benefits were envisagwd for those teachers

who successfully completed the programme. 
 In particular,

it is not clear whether these primary sche-1 
teachers will
permanently remain in the secondary school system or 
will,

after a determined period, 
 r to thw primary school
 
system.
 

In the "Belvedere NVTDC project (Annex 4 
 section

4.2.1.2.2 and 4.2.1.e.6) we observed that it was reported

with some frequency and frustration that inadequate budget
 

9 1?
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P64buftte were invariably PrbVided) Otm with large auto
 
uhy made it essentlal funds requested& We also 

bbsttvd that this is the romult bf inadequate detail in
 
the projet documwnts, 

We take here the "computerization project' as an example
of a project within the BEST programme whose plans were
 
well conceived (see Annex I, rection 1.4.1 for detail). 
The project documents objectives were clear, time in the 
form of phases were provided, the plan was long term, 
comprehensive and an integral part of the educational
 
management of the Ministry.
 

Our overall observation regarding planning is that
 
although there were plans for most projects, most plans
 
were inadequately prepared resulting in inadequate funding
 
and implementation.
 

The observations regarding the implementation of the DEBT
 
programme deal with various implementation issues such ass
 
mothl% meetings, disbursement of funds, criteria to be
 
met for funding, supervision of various projects

(visits), submission of financial and narrative reports,
 
carrying out of responsibilities by BEST members, co­
ordination and monitoring of projects, and evaluation of
 
projects.
 

The teams overall observation regarding implementation of
 
the various activities by BEST committee is that it was
 
well executed. However, this is not to suggest the
 
programme was completely free of problems. Certain
 
activities were not carried out as ekpected while the
 
majority were properly carried out.
 

A great deal of discussion was entered into during the
 
interviews in which it was revealed that 
BEST committee
 
meets monthly. The idea of monthly meetings is most
 
commendable in view of the amount of work that had be
to 

done within the disbursement period. Our assessment
 
shows that the monthly meetings have helped both the GOZ
 
and USAID to release funds and enable as many projects as
 
possible to take off. (see Annex 1 Section 1.7.1)

HWuever, at the beginning, there were no terms of
 
reference for the committo- and therefore the meetings
 
somewhat lacked dirbction. It is no surprise that the
 
implementint- ministries did not take the 
 committee
 
seriously. The ministries did not see themselves as part

of the BEST committee. They went to BEST committee to
 
present their projects for funding. They perceived BEST
 
as the MFEPD and USAID's committee. This explained why

there wero no permanent represontatives from tho
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implementing ministries. The evaluators,were, howelvr,
 
pleased to observe that this problem was finally arrested.
 

p42..42 6QUIMI QFFUtQ 

The role of BEST committee as it evolved over the years
 
is: to allocate funds, to co-ordinate, to monitor and
 
appraise projects. In view of the amount of money which
 
has been released so far and the number of projects that
 
have been funded, our overall observation is.that BEST
 
committee have carried out this function as intended. It
 
was also observed that the speed with which funds were
 
released depended upon the speed with which implementing
 
ministries presented their project documents and upon the
 
accuracy of these documents.
 

However it was disturbing to observe that some projects
 
were funded without proper project documents being
 
submitted. Annex 6 section 6.2.R indicates the staff
 
development project is one of those projects that were
 
accepted for funding without proper project documents
 
being submitted. As a result some respondents felt'hat
 
the project was allocated more funds than could
 
realistirally be utilised. The project involved both the
 
Planning and Teacher Education division of MOE, though for
 
administrative purposes it is under Planning.
 

Spyervision/monitoning PCqjct! (Section 4.2.1.3.5)
 

One of the responsibilities of the BEST Working Group was
 
that of supervising projects, as discussed under Annex 1
 
section 1.7.1. Our observation is that this function
 
has been properly discharged up to a point. There are
 
reports for site visits made in 1984, 1985 and 1986
 
respectively. In 1984 during the month of May, visits
 
were made to clinics, primary and secondary schools in the
 
Masvingo and Manicaland Provinces. Participants during
 
these visits were (according to the reports) the MFEPD and
 
USAID. In July 1985, USAID and AED visited Mutare,
 
Bulawayo, Gweru, KweKwe and Kushinga Pikelela Technical
 
Colleges. In August 1986 MPCNH, MLMPSW, MFEPD, AED and
 
USAID, visited KweKwe, Gweru, Bulawayo and Masvingo to
 
monitor and supervise the projects at these points. It
 
was also observed that on all these visits the MOE did not
 
participate.
 

However, there is positive evidence that all the three
 
implementing ministries, except for a few projects, have
 
n& followed the procedures laid down by BEPT 2n
 
submittinc, financial and narrative reports at first
 
nighL, appears to confirm aspects of poor management,
 
on the part of ministries. There is evidence, however,
 
which reveals that BEST procedures were not known to
 
Ministry officials and that little attempt, until
 
recently, was made by BEST officials to educate personnel
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concerned 
or insist on submission of financial and
narrative reports on projects being undertaken. This is
 an indication that BEST was lax in the supervision of this
 
aspect of the programme.
 

The submission of the aforesaid reports would have helped
BEST to see the direction a particular project is taking
at a glance. 
 Action to correct the direction would have
 
been taken before it was too late.
 

The team also observed that the supervision of projects at
the ir.plemznting ministries' level 
left a great deal to be
desired. 
 The specific examples, out of 
such many
examples, the evaluators giv" are those of these technical

kits and 
distance education materials. (see Annex 

section 2.2.5.7).
 

Our observation here is that once the kits were sent 
 into
the schools 
there were no follow-up visitations to make
 sure 
that the kits and distance education materials 
were
being used 
and to determine 
problems regarding their
utility. There were 
too few in-service courses to
familiarise teachers with the kits. 
 The official reason

for this lack of supervision is that 
 up until very
recently the regional offices did 
not have education
officers in technical subjects and that the 
CDU staff
 are 
already too stretched with other commitments to be of
much assistance. 
 Indeed one tends to sympathise with the
position of CDU 
 Since independence, the expansion of
services and responsibilities in the MOE 
has not been

matched 
 with the increase 
of education officers.
However, the 
fact still remains that these projects were
not satisfactorily 
 supervised/monitored 
 to ensure
 
efficiency.
 

2.1.4.3 Dg:gB91rI3Ig 

It was observed that there is lack 
of co-ordination

between implementing ministries and 
within projects.
Maintenance of equipment is clearly such an area where we
observed such lack of co-ordination between ministries of
Construction and Education. 
 The believed assumption was
that the Ministry of Construction would do the servicing
of the equipment at Belvedere Teachers College. 
 However,
it 
 is not clear whether there was consultation with the
Ministry of Construction at the point 
 equipment orders
 were being made. 
 Such consultation 
as pointed out in
Annex 3 section 3.3.4, 
would provide nr.=sional advice
and some indication by the Ministry of Construption of the
range of expertise 
they = .- d provide and hence a
limitation 
on the type of equipment to 
 be ordered.

Though 
 the College started in 1982 there is no record of
any kind reflecting a systematic 
monitoring of this
expensive equipment by the Ministry of Construction. It
 
was therefore impossible to 
assess the quhiljy of work 
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done by the staff from the Ministry of Construction. It
 
was observed that a large number of personnel at Belvedere
 
Teachers College seemed very unclear about the
how 

maintenance upit from the Ministry of Construction was
 
supposed to operate relative to the total college
 
organizational structure.
 

In some schools in the Mt. Darwin area, we observed that
 
the fence which was sent under the agricultural kits, was
 
not put up because only the Ministry of Construction had,
 
according to policy, the responsibility to do the
 
erection. 
 This led to the delay in starting agricultural

activities, particularly the periods during which animals
 
roam about (see Annexes 2,3, & 4 for details).
 

In Annex e section 2.2.5.4 it was observed, regarding the
 
appointment and posting of Belvedere student teachers
 
that the project phases were largely determined on the
 
basis of the projected rate of production of student
 
teas-hers from the College who would be posted to schools
 
to introduce the technical subjects or replace 
students
 
going back to college for further training. Evidence,
 
however, 
 shows that ther2 has been little co-ordination
 
between CDU, teacher education division, and the staffing
 
office to ensure that Belvedere Teachers' College

students are infact employed in the manner suggested in
 
the project document. Only twenty-five (4%)

teachers/respondents were Belvedere Teachers' College

students. Of teaching
these cnly two were technical
 
subjects as well as their academic options,. The rest
 
taught only academic subjects. Thus the appointment of
 
Belvedere Teachers' College students to schools, 
 it was
 
observed, has not been co-ordinated to meopt the project

requirements/objectives. The college point out that
 
posting student teachers far out of the urban centres is
 
expensive for the college when lecturers follow these
 
student-teachers for teaching practice supervision.
 
This is a valid point made by the college. However, it
 
was observed that even in those few schools, where they
 
are placed there are no technical kits. Lack of co­
ordination in the posting of Belvedere Teachers' College

trained teachers is preventing the government to meet its
 
objr.ctive of achieving educational equity in manpower

development, and the allocation and distribution of other
 
resources.
 

The constraints identified for the BEST Programme which
 
have been :u.iined in Chapter 1 of this report 
are as
 
follows: limited and inequitably allocated resources,
 
insufficient teachers/instructors, inappropriate

inatructional curriculum, inefficient/inequitable spatial

allocation of facilities and inefficient planning
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'This 
section 
of the overall:observation
the determination is directed
of whether
,reduction there was 
at
 

or was not
of these constraints. 

meant (This section is not
to be 4engthy since the determination is based 
on
the observations.)
 

2.1.5.1 
 Limited and 
inUitttly 6leaek~d
 

The 
Government of Zimbabwe identified the allocation
resources 
as of
limited and inequitable and therefore
was 
 BEST
charged with the responsibility of reducing/removing
this constraint. 
 Our overall observation regarding this
constraint 
was that very good progress has been
that seven vocational technical collages, 
made in
 

the NVTDC two VTC's, and
are operating or are in an advanced stage
construction, of
whereas 
only
colleges two vocational/technical
existed 
at independence.

technical In addition 
to
colleges mentioned above, 
Belvedere
College Teachers
set up under this programme is fully functional.
The. setting 
of these colleges, 
although,some
fully operational, are not
 
development 

has the Potential for increasing 
the
of manpower in the ministries of Labour
Education. 
 and
This 
constraint 
 is
constraints closely related
2 and 4. to
 
care needs 

(see Annex 4 section 4.3) Some
to be taken, however,
imbalance to ensure 
that an
does not occur due to too great an emphasis on
urbanized technical colleges providing for high technical
skills, 
vis-a-vis 
rural skill centres and 
appropriate
skills development.
 

2.1.5e Insufficient Dumb.e l 
QfTIL&iU.d Tah to
 

This constraint has to be looked at from
point of view. the enrolment
In the Ministry
permanent of Labour,
and temporary both
 measures have 
been 
taken 
to
remedy the position but these of necessity,
and the effect has not been felt. 
are long-term
 

Ministry With regards to
there is this
 
hurriedly 

some evidence that the programmes were
planned and implemented and some
b%;ren doubts 
have
expressed about the eventual quality and experience
of the end product. 
 It is
but too early to comment further
in view of the importance of these
monitoring products,
is close
felt to be advisable.
detailed (see Annex
discussion). 4 for
In the Ministry
there are of Education,
two projects 
which were
constraints directed
the upgrading at this
of former
teachers primary
A'=! trained
Belvedere 
 Teacher 
 Training 
 College
programmne.
 

The main objective of the upgrading programme was to make
a significant 
contribution in meeting the
qualified teachers at secondary level. 
shortage of
 

observed that It was, however,
this project failed in many 
respects 
to
 



meet 
the 

project 

envisagud objective. 
 The output from
was 63 teachers in 1985 and 106 teachers in 1986
which statistically 
the
 

represents
to a negligible
the contribution
teaching force in the secondary 
school 
system.
It was also observed that one of the possible reasons for

its failure, 
 quantitatively, 


was
Division could not, 
that the schools
due to shortage of teachers, release
more than 150 teachrs a year.
 

The Belvedere Teacher Training project,
is meeting it was observed,
the objective related
That to the constraint.
the Belvedere teacher training project
Zimbabwe's need for trained secondary school teachers and
 
is meeting


that 
 it will 
in the very near future begin to
shortage of trained teachers can easily be seen from 

ease 
the


enrolment 
and success profiles. the
 
enrolment was In 1982, first year
their training. 

107 and the same number, 107 , completed
107 

First year enrolment has increased fromin 1982 
 to 578 in 1986.
3.2-.3.3 (see Annex
for detail) 
 The Qvaluators believe 
3 section
 

constraint, 
give; that this
the infrastructure of facilities 
set
UpP Will Positively be reduced.
 
2.1-5.3 
 InsPPte--i-t oltu Guttiulum
 
In the Ministry 
of Labour,
progress it was 
observed
in trying to remove/reduce this constraint 

that
 
been 
 has
made after a rather shaky start,
many courses introduced in too short a 

with probably too
 
to date has, largely occurred due to 

time. Progress

technical 
 assistants. the efforts 

localisation A need exists 

of
 
for 
 the


Ministry 
of the curriculum Development Unit
of Labour so in
that continuity and 

the
 
can consolidationi
occur without undue disruption. 
There is also 
 need

for increasing staff and for organizing staff development
Programme in the Ministry.
 

In 
 the Ministry of Education, 
our observation
the above 
constraint was that
is attacked from
localization 
 two points 
-

courses 

of examination and the introduction of
and locally new
prepared
projects materials
"technical through
kits" the
and 
 distance 
 education
materials. The Moe has done an outstanding job 
in this
 
The discussion in Annex I section 1.1e.1 shows that since

independence Zimbabwe has tried to
iro 
the curriculum. introduce new mwet.,ject
However,
teachers it 
was observed 
that
 
subjects. 

and pupils have not been rer-!ive to 
th( new
 
satisfactorily 


The reason being that teachers diligently and
subjects 
teach subjects and students work hard
if they are eaaminable. at
secondary Localization of
school 
 examinations the
 encourage was seen as one
curriculum 
changes that would make 

way to

school instructional secondary
curriculum 
appropriate 
and more
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relevant tothe local environment.
 
It was also observed that the 
Government
adopted a policy of of' Zimbabwediversifying
increasing the curriculum
the scientific and technological contents 

by

education, of
particularly 
at the secondary school
The technical level.
kits project of the BEST
this Possible programme
by introducing into each 

made
 
secondary of the
schools at rural
least two technical subjects
from a drawn
list of eight subjects
woodwork, technical drawing, 

such as: * agriculture,

metalwork,
etc. home economics
There are problems related to these projects, but
the start has been made. 


programme It is hoped that when the BEST
comes 
to an end, the Government of 
ZimbabwL
will continue to give financial support to
so that these projects
the removal of this constraint can 
be finally
rmalivad.
 

2.1.5.4 
 Inaffi aitukeiumgulkailt IRA~ILA 
 JL iQA 

A great 
deal has been done to
Particularly reduce this constraint
when

facilities for 

onin looks at the number of training
the Ministry of Labour which
constructed under the BEST programme. 
have been
 

observed However, 
 it was
that care needs to be exercised to ensure 
 that
full utilization of facilities occurs as the provision of
sufficient 
staff, equipment
still and hostel accommodation
raquires attention and completion.
some facilities In addition,
in this Ministry
neglected have possibly
e.g. facilities been
for the development
national skills testing service, of a

whilst others have made
only limited progress,


efforts have 
e.g. upgrade training, as LMPSW
mostly 
been directed 
at college 
course
expansion to date.
 

In the Ministry of Education, it 
was observed that a good
start 
thoi 
has also been made in the removal of the constraint
by provision of computers in the regions.
a computerizing the head office only, 
 Instead
 

efforts have been
made'to computerize all 
the rejions.
 

The introduction 
and provision
distance of technical 
 kits,
education materials and Brothers' Brother Books
to 
 colleges and rural secondary schools is 
an effort 
 to
reduce the inrquitable spatial allocation/distribution
facilities. 
 of
We believe that wit', the improvement of the
manaqement 
 infrastructure -tor 
each BEST 
project 
 as
identified under in't.dual projects this constraint, 
 in
the long run, should greatly be minimized. 
.t d Elobserv
1as 


panDn i 
 Y oeSa 

It was observed, 
 given the planning problems that have
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been identified 
regaiding 
 the planning
projects of various
by implementing 
ministries,
improvement that little
has 
been possible, mainly 
due to 
 staff
shortage and lack of planning skills.
 

In LMPSWs 
 th move to the NVTDC by all 
 departments 
so
that Head office is housed under one roof, should improve
the positions 
 but it is likely that special attention to
this area may become necessary, 

a centralized such as the formation of
Planning 
Unit at Head 
Office
attachment with the
of 
Technical Assistants before the 
position
improves sufficiently to lessen concern.
 
In the Ministry of Education,

responsible there is the Planning Unit
 
activities. 

for planning all aspects regarding Ministry
However, it was observed that the Unit did­not 
plan all the BEST projects of
various the Ministry.
divisions/units The
within

their own plans. 

the Ministry prepared
It is however suggested that in future
the Planning 
Unit should supervise 
all plans

presentation to BEST. 

for
 

2.1.6 
 BEST Prpgramme Contrilbtig
 

It 
 was observed that in spite 
of management
identified problems
across BEST projects,

have, the BEST Working Group
with speed, 
disbirsed almost $40,000,000 within a
short period, 
and have, therefore, facilitated the start
and completion of many very important projects within
short period as well. a
This has led
BEST to the $45,000,000
Programme making a significant contribution to
development the
of education 
in Zimbabwe. 
 This is sop
particularly when one looks at the construction
where projects
the outcome is visibly observed. There is
evidence also
 
number 

of the impact of BEST as demonstrated by
of teachers the
enrolled 
and coming out of 
the
Belvedere Teacher Training programme (see Annex 3).
 

2.1.7 
 BommRentioD
 
S
 

The overall 
observations 
have shown 
that 
 the BEST
Programme as a whole has significantly contributed to the
development of education in Zimbabwe.
have The observations
also indicated that there are some aspects of 
the
programme which require attention in order to improve the
programme. 
 It is these areas,(needs
planning, identification,
allocation 
of funds, supervision etc.) 
 for
which recommendations 
are made.
 

Under normal circumstances, 

comprehensive even if fact are known, a
needs 
assessment should be undertaken 
to
streamline the areas of concentration in a programme, and
particularly where foreign funds are involved, 
 the needs
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assessment 
 exercilse should be 
undertaken 
Lby local
 
personnel.
 

2.1.7.2 elsn , n 
Project plans 
should be detailed enough to include all
thi necessary activities to make it easy to 
implement and
fund. 
 In the Ministry of Education, 
the Planning Unit
should help other 
divisions 

prepare within the' Ministry to
their project documents. 
 In the Ministry
Lbour, of
a centralized Planning Unit should be formed at
Head Office 
to undertake research, needs 
assessment,
design and monitoring functions, 
and to assist with
implementation of projects. the
 

e.1.7.3 §ugervisi on
 

It is not enough for BEST Working Group to supervise the
programme as a whole, 
 but it must see that those who are
in charge of' individual projects in
ministries supervise their projects, 
the implementing
 

because the success
of individual projects leads to the overall 
 success of
the BEST Programme. The MFEPD need to insist on narrative
and financial reports for and evaluation of projects as
part of the supervision and monitoring role.
 

2.1.7.4 co-ination
 

Co-orqination 
of programme/project activities should
ensured be
between implementing ministries,
ministries and within projects. within
 
In this connection the
BEST 
Working Group should ensure that activities by 
one
ministry facilitates the activities of another. 
 This is
a problem occuring between Construction and Labour, and
Construction and Education. This could be achieved by
demanding reports (see section 2.1.7.3) above.
 

2.1.7.5 ].j1yjto d Lyjqgyitabq OILocation of tgcs
 
Some care needs to be taken to ensure that an 
 imbalance
does 
not occur due to too great an emphasis on urbanized
technical 
colleges providing for high technical
vis-a-vis skills,
rural 
 skill centres 
 and appropriate skills
development. 
 In addition, where facilities are provided,
attention 
must be given to ensuring full utilization by
providing for 
ancillary 
and support devices 
such as
staff, equipment and residential accommodation.
 

e.1.7.6 
 Lnuf IQh&n NumtTeachers/Ins tructoE
 

Staff Development activities require to be 
 introduced,
particularly in the Ministry of Labour,
provide and these should
 
the 

for both long and short term needs. While
Ministry of Labour regarding the in
B. Tech., it is
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2.2 

recommended 
 that close monitoring of the courses 
should
be taken to ensure the eventual quality of the product of
this programme. There is also need to evaluate the B.Tech
programme. 
 In order to attract and maintain good quality
staff 
in the technical colleges, 
Ministry 
of Labour
s-ould improve salaries for lecturers.
upgrading of primary school trained 
Regarding the
 

project teachera,
is reintroduced, if the
the schools 
division 
should
release teachers as envisaged in the plans if they are to
meet the objectives.

E.1.7.7 Laffhjltol PLanAn Qamily
 
Please see e.1.7.2 above.
 

Specific Recommendations for Specific Areas
 

2.2.1 PLANNING AND ADMINISTRATION
 

L.2.1.1 Funds 
should .
not
 be allocated 
or released
without the required documents being

to presented
the BEST Working Group.
 

2.2.1.2 
There 
should 
be a mechanism to 
 enforce 
the
 
monthly
 

production of financial and narrative 

reports.
 

e.e.1.3 
Where project documents 
 are adequately
prepared, 
BEST Committee should approve them

quickly.
 

2.2.1.4 
 The problem of 
ever requesting 
 additional
funds 
 for 
 the same project 
 should
discouraged. be
This can be done by
on irsisting
adequate planning before the project
approved for funding under BEST. 
is
 

2.2.1.5 
USAID 
should not prepare project 
documents
for implementing ministries.
 
0*'2.1.6 
 MFEPD 
has the responsibility of communicating'
the planning and management 
requirements to
implementing ministries.
 
2.2.1.7 
The 
MOE should identify and appoint a
to person
take charge 
 of the Automation 
 of


Examinations.
 

2.2. CURRICULUM DESIGN AND INNLvATION
 
2.*Be.1 
 Projects 
should 
not 
be allowed
unless to start
there is evidence that there is enough
trained 
manpower 
 to plant administer
mortl tor andthem throughout the 
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iInstitutionalization 

Periodi
 

e.e.2.2 
Every
from the beginning

project should have an evaluation
to ensure unit
efficient
Utilization 


and of human and material 
 resources#
 
and 

to ensure that widely accepted principles
procedures 
 of project 
 materials
development 
and dissemination 
are generally
 
followed.
 

2.2.2.3 
CDU 
should vigorously fight for more human
and material resources, to ensure that work is
fairly distributed 

officers among its officers and that
in post are 
not overstretched
attending by
to too 
many projects at 
 a time.
 

2.2.2.4 The costing of projects should be thorough 
 to
enable realistic projections to be made.
 

2.e.3 
 TEACHER EDUCATION
 

2.e.3.1 
 There 
should 
be comprehensive 
planning

avoid costly errors. 

to
 

e.e.a.e 
 Programme 
guidelines 
should 
 always 
 -be
produced to assist implementers. 
2,e.3.3 
 Provision should be made for additional staff


and materials.
 
2.2.3.4 
 'Workshops and seminars should be mounted for
personnel ultimately involved in the 
running
of the project.
 
e.e.3.5 
 Staff development 
should be undertaken
boost to
the capability 
of the implementing


ministries.
 
e.e3,6 
 Adequate facilities to support the activities
of the project should be provided.

2.2.3.7 
 There should be greater co-ordination between
Government 
ministries 
providing 
supportive
services to each other.
 
2.2.3.8 
 Periodical 
 -. luation 
should 
be done
determine to
the progress 
being made 
in the
lamentation process.
 
2.203.9 
 Communication 
should 
be improved
sections between
involved 
in the running of a
project.
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3 1.a.ioSafety and security facilities should be
provided and adequately main
 

e.2.E,4 VOCATIONAL/TECHNICAL EDUCATION 

e.e.4.1 	 A Staff Development Unit should be introduced
 
at Head Office to plan and administer a
 
comprehensive staff development programme.

In addition, local Staff Development Units
 
require to be formed at all colleges to
 
provide for local on-job needs and to assist
 
the central unit in analysing needs and
 
monitoring progress.
 

2.e,4.2 	 A top level investigation, with private
 
sector representation should be instituted
 
to 
 examine staffing problems and possible
 
solutions.
 

e.e.4.3 	 The strict adherence to prescribed BEST
 
procedures in project submission, progress

and disbursement reports etc. requires to be
 
introduced immediately.
 

9.3.4.4 Ways of introducing improved liaison and 
 co­
ordination with external-to-government 
organisations, including the private sector, 
require to be investigated and a - more 
formalized system introduced. 

2.e.4.5 	 The formation of a Skills Testing Unit
 
requires early attention in order that a
 
uniform national scheme can be implemented.
 

e2..4.6 	 The removal of PSC regulations preventing
 
some staff development activities occurring

(e.g. no aid funds for local courses; no
 
course in excess of 1 year) requires
 
immediate attention.
 

e.e.5 CONSTRUCTION
 

8.8.5.1 	 There should be more co-ordination between
 
the designers and the implementing ministries
 
or the users of the facilities at an early

stage in the design. It is suggested thatvi
 
technically qualified person or ,r" toIs 
established either permanently or on an 
ad hoc basis to provide this liaison. 

2.2.5.2 	 Staffing of MPCNH should be reviewed so that
 
their essential functions of overseeing

design and construction work can be carried
 



2.25.3s 


* 

2.2.5.4 


e.2.5.*5 


2.-.6 FINANCE
 

2.2.6.1 


2.2.6.2 


2.1.6.3 


out more effectively.
 

A set of design Standards should be
 
established based on the experience gained in
these projects and related to the 
conditions
 
in Zimbabwe.
 

In all colleges and institutes 
 where
 
technical skills are a part of curriculum and
where equipment and laboratory facilities are

available, necessary 
technical capabilities
within 
the college must be developed with 
a
view to equipment and services, 
 instead of
having to depend on MPCNH all the time.
 

USAID must establish more effecti,0e controls 
and , procedures to en'sure 
 effecient
utilisation 
of their funds, better cost­effective procedurese 
 and improved

infermation management.
 

The first thing that needs to be ironed out
about the BEST Programme concerns

allocation figures. 

the
 
USAID, MFEPD (especially


the Aid Accounting Section and PSIP) 
should
meet to decide on the 
correct allocation
figures. 
 It is also especially important to
communicate any additional funding approved,
or any alterations in the amounts 
allocated
 
to a project by the BEST Working Group to the
 
Aid Accounting Section.
 

MFEPD should play more and
a interested 

active'role in the programme than it is doing

now. The 
Ministry, especially its Aid
Accounting section, has the responsibility to
both disburse and monitor the progress of the
project. It 
 is also the duty of MFEPD to
 ensure that 
 the implementing 
 ministries

submit quarterly financial 
 and narrative
 
reports as 
stated in Section 3:6 of the
Programme 
Grant Agreement. 
 in the case of
the BEST Programme, MFEPD has 
not really
pushed 
 in this direction and the 
submission

of these reports has been less frequent than
 
should be the case.
 

Ministries 
 should be discouraged 
 from

continuously 
goina "ov additiooia4 funding,
and one way of avoiding such a situation isto insist 
 from the start 
 that Ministries
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should submit 
 well written project
 
descriptions based on sound costing. 
This is
 
to ensure that cost overruns are avoided.
 
For examplep 
 on one BEST Working Group

meeting in January 1985, 
MOE asked for as
much as $2,250,000 in additional funding for
Distance Education Materials 
 ($500,000),

Training of Examiners ($500,00), and National
 
Education Centre (1,700,000). The. Ministry

of Labour Manpower Planning and Social

Welfare submitted requests for 
US$2,270,000
 
in additional funding. 
 Masvingo TechnIcal
 
College required US$1,7million to 
 purchase

equipment for various
the mechanical,

automotive 
 and electric departments.

However, when 
the project proposal was
 
submitted 
for initial funding (if at all it

Was) the question of where the equipment will
 
come from and how it will be funded was never
 
adequately considered. 
 With such "half­
worked" project proposals, there will always

be requests for additional funding, 
as is
 
symptomatic of nunber
a of BEST funded
 
projects.
 

2.-26.4 There are 
certain instances where 
USAID,

consciously or unconcsiously, encourages

direct communication between itself and 
 the
 

problems result 
from this. Firstly, it
encouraged the College to want to by-pass the
 
Ministry and go direct to USAID and this was

bad enough. It also resulted in delays when
 
the requirements 
of the College had to be

resubmitted through proper 
 channels.

Secondly, the College felt it had a 
 special

status, and became far less cost conscious in
 
Lts activities. 
 The case of the swimming

)oo and the tractor is such an example of a
 
Least cost-effective choice by the 
College.

rhe College should therefore be discouraged

From having direct access to the donor, and
 
Ie discouraged from thinking that the 
 money

,s there for whatever they need and at
 
ohatever cost. 
 At the same time, the College

:omplains of bureaucratic delays that
rustrates its acquiring of equipment on time
 
nd installing 0"I. equipment once it 
 has
 
ome. Burnaucratic co-trols therefore need
 
o be ,wuuced.
 

2.2.6.5 The MLMPLSW should try and streamline its
expenditure 
in such a way that they try 
 to
 go for a specialisation of skills at certain
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Colleges. 
 The major constraint
face that they
are that Of qtaithey
instructorm/lecturers 
and adequate
for Workshoppbesid qualified
thether~cmmendation
the recom 
 e ip that
the salaries t
of lecturers
Compared (which are
to those offered by 
low
 

sector) the private
be reviewed
development and running 
a
programme. staff
 
concentration A spec
 
Colleges will 

of skill, p ialiation and
mean that the Ministry does not
to
have get good technologist,
six colleges, r foe or
but only for to 

SPecialising in this area. 

c o
 
as
 


