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1s1  DAGKOBOUND -

A3 Independence in 1980, tha Bovernmens of 2imbabwe initiatnd a
Major expansion of the education ssctor at all levels., The
inttiative involved transition from an elitint syntem to a systtam
which provides universal access to primary and secondary
oducation and expanded vocational/tschnical trainirg
opportunities. Enrolment at all ievels increased dramatically,
Batween 1980 and 1983 enrolments in primary mchools grew by a
phenominal 178% or £8.7% per year,; while in secondary schools,
the expansion was an unbelievable 576% over the same period or
96% per ywar.

This dramatic expansion brought the consequent need for
substantial conntruction of new facilities and replacement of
facilities destroyed during the war, training of new teachers and
instructors for schools, teschers’ colleges and
vocational/technical colleges, and axpansion of ministerial
administrative and Planning capacity. :

The combined offect of the expanding activities of the Ministry
of Education, and the Ministry of Labour, Manpower 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 (G02) can

no longer significantly increase its contribution to the .
promotion of educational activities in the country, alchough the
G0Z is spending more than 2$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 19835/86. This is the point
at which the Basic Education and Skills Training (BEST) Programme
fits into the whole picture of financing education in Zimbabwe.

1.1.2  PEJT AID GRANT NO,613-K-606

According to the agresment between the 602 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 resources, to assist the 60Z implement its plannad
programme to expand its educational and esployment nkills
training system, with special emphasis on improving cost~
effectivorcss and equity within the overall system.



The preyrammn'l Fenburtes ars utilieed tb support thoew §tems und
ARtivities contained An the b2'e Annual Estimates of Expundl sure
ineluding the Public Hector Investment Programme (PEIP) whith are
expected to contribute to the removal of the key wducational
tonstraints inhibiting the attainment of the @02 goal to expand
i¢s education and akillse training system. Thae constraints
ldentified for this programme ares limited resources,
insufficient numbers of trained t-nchcrl/lnntructorl.'
inappropriate instructional curriculum, inefficient/inequitable
spatial allocation of educational/training facilities, and
insufficient planning tapacity. Under this programmne grant, a
total of US$45 million was Granted over a three-year period, with
disbursements to be made over five years,; in support of the
programme’s gcsl as identified above.

1.3 IEBME QOF BEFERENCE EOR IHE EVALWATION OF THE BEBI
EBQGRAMME

1.3.1  Aime and Qbiectives of the Evaluaticon .

The terms of reference are divided into a number of aims
and objectives. These were as follows: .

1.3.1.1 Ascertain to what extent the original aims and
cbjectives as stated in the BEST approved. document have
been and are being achieved. These original aims and
objectives are to develop: .
a) a2 more efficient use of educational resources that
will allow increases in the numbers of children
enrolled in school and will ircrease the availability
of relevant vocational/technical trainings '

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) demcnstrable improvements in the quality, relevance,
and instructional effectiveness of the curricula of
both slementary and secondary education and in
vocational/technical training programsg

d) a4 more aquitable distribution of teaching and
vocational/technical training to rural arzus and other
geographically dispersed regions of Zimbabwe and
efficient mechanisms in placs v assure the
maintenance of equitys and -




®) 2 sbrengtheced adminisirative, PlaHHAhY and manayemery
Bupatity at varibue eriticel levels of the sdueatipn
any vocativnal/technical training pyntem, lwading to a
POrK Cont-uffective use of resvurces and the
moduration of recurrent financial burdwns,

1.8.4.8 Identify problems that are/were being faced
in the implementation of the PEBT programme

1.2.1.3 Dutermine \f thore 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 programm=z. '

1.3.1.5 Make recommendations to the 602 and UBAID on
issues pertinent to the Amprovement of BEST in terms
of its management and implementaiion.

1.4  AREAD AND/OR ASPECIS I0 BE EVALUATED

In order to achieve the aims and objactives of the evaluation
outlinad 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
Frogramme are listed below:

4.1 Construction

4.2 Equipment

4.3 Staffing and Staff Developmant

h.4 Cost-effectiveness

4.5 Technical Assistance

4.6 Institutional Development including
curriculum development and teacher training

.7 Administration and planmning of programme.

In this report, these various aspects are discussed undcf,~'

six areas: Administration and Plannings \
Trainingt Teacher Educationj Vocational/Technical

Curriculumi Construction and Finance.

Howaver, issues of planning and management and fihhhcijdrq;}° |
dealt with in all areas which have been put in the .““an%ﬁt 
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The methodo)oygy used for She evaluasion of all the projects nder
BEBT) whiel have bean svaluated, Ami Contexdt Inpus) Process)
Product (CIPP) Modsl.

1.5.1 Content Evalustion This deals with intended ends
(goals and objectives) which are determined through a

series of planning decisions. Thewe decisions are
serviced by contaxt evaluation, which centinuously ausesses
needs, problems and opportunities within the decision=-
makers’ domain. In the report, this was used in the
discussion of planning, ia every chapter.

1.5.2 Ioout: Intended means (processes and procedures)
are determined through a series of structuring decisions.
These decisions aro serviced by input evaluation, which
aAssesses alternative meanc for achieving the specified
ends.

1.5.3 . Process: The actual means are determined through a
series of implesenting decisions (following the plan or
schedule outlined by the intended aeans) . These decisions
are serviced by process evaluation, which monitors and
‘debugs*® tne processes to keep them in as close conformity
&% possible with the intended means and which makes
adjuciments and refinements that seem to be called for by
actual experience. In this report, in some sections, this
is dealt with as “implementation”.

LI Ty e anbket BNED LRON S0 8 BELIRD we
recycling decisions. These decisions are serviced by

product evaluation, which is concerned with comparing
actual te intanded ands, but which also Sakes acceunt of
other, unintended effectws. 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  Data collection instruments: The instruments used
for collecting data for the evaluation of the BEST projects

are: discussions; document and literature reviews
interviews; questionnaires and site visits.

1.5.5.1 Eamiliarization Dimcussions

Discussions = @ held with BEST Working Group members to
become “:quainted and familiar with BEST programme projects
and implementation procedures.




B8R Literatuce and Dosuments

Literature and documents related to the BEBT programme sush
as Programme Grant Agresment, Minutes of BEST mestings,
Projees Documents,; Reports and implementing letters were .
obtainable in UBAID, implementing ministries (MOE, MLMPASW,
MPCH) and the MFEPD. These docuvents were a valuable
source of specific data regarding varjoue projects within

BEBT,
1.5.5.3 Intecviews

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.

1.5.95.3.1 Interviews limitations: The evaluators 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 vient there toc make an
appointment, second, to go and confirnu 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 happered 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 wac not possible for them to contact the
intarviewars to tell them of the problem. This tended to
delay the process of data collection.

1.5.5.4 Questicnnairas

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

Coliwge, computerization of the Regions: :-“.:ization of
examinations, administration of BEST projects, etc. The
details regarding the returns of questionnaires are dealt
With under each appropriate project. Howaver, it is
Necessary to point out that all the questionnaires, except
for upgrading of primary teachers, were hand delivered and
collected. Generally, the rate of return was very highs



Data wan eolluetud during She peried of Fubruury 16 o
7 Marths  thin was due V8 She faut that fundn were neb
available for travel until the 1AMH Bf Februavy,

1h6  bpte ANaLYSSE

The analysis of data in the various projects is divided intel
discussisn/analysis, observations and reczommnendasions.

1.7 EEATUREE QF IHE BERQAT

The rest of the report is arrangud as follows:

Chapter 2 s A synthesis of General obncrv.ttonﬁ?ﬁﬁﬁé?5

Recommandations.
Annex 1 1 Administration and Planning
Amnnex 2 1 Curriculum
Annex 3 1 Teacher Education
Annex 4 3 Vocational/Technical Trainin
Annex S 31 Construction .
Annex &6 : Finance ,

Chapter 2 is a synthesis of the generic obsnrvattonsiuhtéh appear
in most of the BEST programme activities. This arrangement
will help the BEST evaluation team to make an overall assessment

of the programme. '

The annexes provide a detailed discussion on individual
activities/projects under BEST on which the overall asrassment is
based. The annexes alsc serve as a reference saction for the
ovarall observations and recommendations.
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AR indicated in chapter | ot this report, chaptor & \p
directed at general observations and recommentdations

resulting trom the detalled discussion/analysis,
obawrvations and recommendations of each evaluatod
activity ot VkH1  under such topice . amy toencr al

adninsmtration of the BEEY programme, curriculum, teacher
education, tschnical/vocational training, construction and
tfinance.

The discussion ot the general observations and
recommendations in the chapter will be at two lovels,
The +irst level deals with observations related to
Project identitication, needs assasmnent, planning
(covering aspects such as; Project documents, objectives
@tc.) and implementation (covering: disbursomo.t ot funda,
criteria tor tunding, project ce~ordiration supervision,

narrative and tinancial reports etc.) The second leval
ceals with the constreints and objectivex identitied in
Chapter 1. The main purpose ot the discussion in thig

section ot the report is to determine whethey', given the
ganaral observations, the objectives directod at raeinoving
the tive constrainte (limited remourcns, insufticioent
members ot trained teachers/instiructors, inappropriate
instructional curriculun, inetticient/inequitable spatial
allocation ot educational/training tacilities,
insutficient planning cupacity) have bee/are being mnmet.

DVERALL QBSERVAYIUNS
2.1.1 Project Identitication

Une of the responsibilities ot the implaomenting
ministries was that ot identitying the projects and
preparing documents tor tunding. The intormation
available shows that somw projects wore adequatoly
identified by the ministries concerned but that cothors
(projects) were essentially identitied by the politicians
and the ministries were then asked to implcwent tham.
The data rollecied regarding this issue show that sowme
People were not aware ot the origin ot some ot the
projects they are running. there were a tRw cases in
which PSIP is named as having identitiod some projocts.
HSome people think the BES) Working Gvoup (BWG) identitied

certain proiecis. This claim bhus not been suppor ted by
documentary data o1 interview intormation. (see Arnws
swction 1.7) The evidence provided, which is discussad

in section B.2.1 of Annex P shows that some projects wore



identitied by the Zimbabwe governnent, The Lntermation
obtained +rem the Anterviews turther indicaten that tunds
Wite  warmarked tor the implemuiting ministries beterw
Bpetitic projeats were fdentitied. -

The Awsue here s not the sbulce ot the lovel ot
identitication ot projects but whether the newds ot the
target audience were taken into conmideration in planning
the projects, and whether some priority crituria -wore usud
in the selection ot projects.

d.1.2 NEERE AUSESSMENY

It wan obmerved that tor ost of the projects evaluated

no tormal nweds assessment was undertaken and in those ‘tor
which needs assessment was done, it was inadequately domne.
A good erample ot a project tor which formal nueods
asseswnent was ' adequately done is the "localization of
axamination® (sew section 1.12.4). In the procuss of
Planning this project an otticer in the Examination Branch
visited the UK tor discussion with the British Council,
the Associated Examinirng Board, the Cambridge Local
Examinations Syndicate, the University Entrance, and
Schools Examinations Council and the Schools LCouncil. A
report was produced as a result. The main purpose ot tho
discussions was to determine the need and teasibility ot
localizing examinations in Zimbabwe.

A typical example of a project undertaken without a
thorough needs assessnent done is the "Yfechnical Kits”®,
particularly the assembling and use of kits. Uur
investigation of this project revealed that the assembling
ot kits was not preceded by a thorough neceds analysis
axercise. In all six schools visited in the Mt. Darwin
(purchase) area, teachers pointed out that mome tools in
the kits were not as usetul as sone that were not included
right across the subjects. TtThe agriculture kit was
singled out as inzluding an ox—drawn Plough which teachurs
telt was ot as etticient as the tractors they hire to do
the ploughing for then. (see section 2.2.5.2 Amex 2 tor

detai’s). There are many exanples ot inadequate needs
assessment we can give trom individual Projects right
across the BES) programme. Furthermore, documontary

information also show Mutare, Gweru, and Bulawayo
technical colleges had needs Py 3371 3 YT YR done by
Yugoslavia, MLMPD, EEC and US consultants respectively.
The people interviewed indicated that needs have been
wicumulating over the years and wure known and theraetoruy
there was no necessity to waste time < monwy by
undertaking a tormal needs assessment exercise when the
tacts are already known and obvious. fhis argumant is
Persuasive given the context in the nxpnulfon ot mducation
at all levels in Zinbabwe.
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Hewmvery 1t must Be peinted subt that lagk of LT T
ARBuhEmunt iwads &b furry objestiven and inadenuate
Planning whieh result in asrious implementation problems,

ELANNING

The twama overall observation was that all projects funded
under the BEBT programme had momst of the documents
Preparwd before funding, but a few project documents were
prepared retrospectively.

Howaver, most of the plans for the projects were very
inadequate in the sense that objectives were not clewar or
specific encugh to be measured. They wers presented at
the motherhood level. The evaluators had in some cases
to develop further the objectives with the agreement of

those concerned in order to determine whether these

-objectives were being met. The other flaws cof 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 the BEST to meet the
Criteria (see Annex 1, section 1, section 1.6.7) being
implementable within the disbursement peried 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
share, »nut as it turned out the classes were invariably
biyger than 40 pupiis 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 Trzsained Teachers
Project, our observation was that while the concept of
upgrading teachers is very scund, not enough thought was
given to the assessment of the effects on the above
average primary school teachers and secondary school
teachers. No benefits were envisaged for those teachers
who successfully completed the programmes. In particular,
it is not clear whether these primary scher~! teachers will
permanently remain in the secondary school system or will,
after a determined period,  _...iv to the primary school
system.

In the "Belveders NVTDC project (Annex 4 section

4.82.1.2.2 and 4.B.1.2.6) we observed that it was reported
with some frequency and frustration that inadequate budget

Q
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FOBLUFEES Ware invariably provided), ofeéen with large euss
being made v wssential  funds reyuested. We alwe
bbawrved that this im the resuls of Anadequate detall in
the project documents,

We take here the "computerization project” aw an example
of a project within the BEBT programme whose plans were
well conceived (wee Annex 1, rection 1.4.1 for detail).
The project documents objectives were clear, time in the
form of phawes were provided, the plan was long term,
comprehensive and an integral part of the weducational
management of the Ministry,.

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

IMELEMENTATION

The observations regarding the implementation of the BEST
programme deal with various implementation issues such as:
methly meetings, disbursement of funds, criteria to be
met for funding, supervision of various pro jects

(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. Howaver, this is not to suggest the
programme was completely free of problems. Certain
activities were not carried ocut as ekpected while the

majority were properly carried out.

2.1.4.1 BEGT COMMITIEE MEETINGS

A great deal of discussion was entered into during the
interviaws 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 te be
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)
H: waver, at the beginning, there were no terms of
reference for the committes and therefore the mestings

somewhat lacked d.rection. It is no surprise that the

implementin: miniwvtries 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 the

i0

W
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~ pleased to observe that this problem was finally arrested.

2.1.4.2  QALLOCATION QF EUNDS

The role of BEST committes as it evolved over the years
im: to allocate funds, to co-ordinate, to moniter 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 6.2.2 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 ‘that
the project was allocated more funds than could
realistizally be utilised. The project involved both the
Planning and Teacher Education division of MOE, though for
administrative purposes it is under Planning.

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 sgite 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 Frovinces. 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
Collages. In August 1986 MPCNH, MLMPSW, MFEPD, 2ED and
USAID, visited KwekKwe, Gweru, Bulawayo and Masvingo to
monitor and supervise the projects at these points. It
vias 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

ol followed the procedures laid down by BEST an

submitting financial and narrative reports »hia~, a3t firgt
nigh., 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 1little attempt, until
recently, was made by BEST officials to educate personnel

11



°vc6h¢irnnd 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 irplemanting ministries’ level left a great deal to be
desired. The gpecific oxamples, out of such many
@xamples, the evaluators give are those of these technical
~kits and distance education materials. (see Annex 2
section £.2.5.7).

Our observation here is that once the kits were sent into
the schools there were no follow-up vicitations 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 sub jects 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 exXpansion 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/moni tored to ensure
efficiency.

2.1.4.3  CO-DRDINATION

It was observed that there is lack of co-ordination
between implementing wministries 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 mnrofzosional advice
and some indication by the Ministry of Construction of the
range of expertise they couid 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 guelity of work

1



done by the staff from the Ministry of Construction. It

was observed that a large number of personnel at Belvedere
Teachers College seamed very unclear about how the
maintenance unit 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 B 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
teachers 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 therz 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%4)
teachers/respondents were Belvedere Teachers’ College
students. Of these cnly two were teaching 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 meet the project
requirements/ob jectives. 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
objrctive of achieving educational equity in manpower
development, and the allocation and distribution of other
resources.

BERDUCTION QF CONSTRAINIS

The constraints icdentified for the BEST Programme which
have been ~:<i:ned in Chapter 1 of this report are as
follows: limited and inequitably allocated resources,
insufficient teachers/instructors, inappropriate
inctructional curriculum, inefficient/inequitable spatial
allocation of facilities and inefficient planning
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" This section of the ovcrallfobserVatibnfil7diriétcduvit_

the determination of whether there was OF was not

. reduction of these constraints. (This mection is not -
meant to be lengthy since the determination is based 7on5

the observations.)

£2.1.5.1  Limited and Inequitably Allecated Resources.

- The Government of Zimbabwe identified the allocation of

resources as limited and inequitable and therefore BEST
was charged with the responsibility of reducing/removing
this constraint. Our overall observation regarding this
constraint was that vVery good progress has been made in
that seven vocational technical collages, two VTC’s, and
the NVTDC are operating or are in an advanced stage of
construction, whereas only two vocational/technical
co'leges existed at independence. In addition to
technical colleges mentioned above, Belvedere Teachers
College set up undev thisg programme is fully functional.
The setting of these colleges, althougn some are not
fully operational, has the potential for increasing the
development of manpower in the ministries of Labour and
Education. This constraint is closely related to
constraints 2 and ¢, (see Annex 4 section 4.3) Some
Care needs to be taken, however, to ensure that an
imbalance does not occur due to too great an emphasis on
urbanized technical colleges Providing for high technical
skills, vis-a-vig rural skill centres and appropriate
skills developqent.

2.1.5.2 Insufficient numbers of Traiped Ieachers and

This constraint has to be looked at from the enrolment
Point of view. In the Ministry of Labour, both
permanent and temporary Measures have been taken to
remedy the position but these of necessity, are long~term
and the effoct has not been felt. With regards to this
Hiniltﬁy there is some evidence that the programmes were

hurriedly Planned and implemented and some doubts have

buen expressed about the eventual Quality and experience
of the end product. It is too #arly to comment further
but in view of the importance of these products, close,
monitoring is felt to be acdvisable. (see Annex 4 for
detailed discussion). In the Ministry of Education,
there are two Projects which were directed at this
constraint: the upgrading of former Primary trained
teachers arZ .  Belvedere Teacher Training College
Programme. '

The main objective of the upgrading programme was to make
4 significant contribution in meeting the shortage of
Qualified teachers at s@cConcary level. It was, however,
observed that this project failed in many respects to

14



‘5fh|§t'vthn envisaged ob jective. The output from the

Project was 83 teachers in 1985 and 106 teachers in 1984
which statisgically represents a negligible contribution
to the teaching force in the Secondary school system.

its failure, quantitatively. was that the schools
Division could not, due to shortage of teachers, release
more than 150 teacherg a year, N ’

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

that it wi)} in the very near future begin to ®ase the

shortage of trained teachers Can easily be seen from the
enrolment and sSuccess profiles. In 1982, first year
enrolment was 107 and the same number, 107 » Completed
their treining. First year enrolment hag increased from
107 in 1982 to 578 in 1986, {see Annex 3 section
3.2.3.3 for detail) The @valuators believe that this
constraint, giver; the infrastructure of facilities get

up, will Positively be reduced,

2.1.5.3  Inaporepriate Instructional Currjculum

In the Ministry of Labour, it was observed that
progress in trying to remove/reduce thisg constraint hag
been made after a rather shaky start, with Probably too
Mmany courzes introduced in too short a time. Progress
to date has, largely occurred due to the eafforts of

technical asgsistants. A need ®Xists for the

localisation of the curriculum Development Unit in the
Ministry of Labour so that continuity and consolidation
Can occur without undue disruption. There is algo need
for lncreasing staff and for organizing staff development

In the Ministry of Education, our observation wasg that
the above constraint ig attacked from two points -
localization of examination and the introduction of new
Courses and locally Prepared materials through the
pProjects “"technical kits" ang distance education
ma:eriall. The Moe has done an outstanding job in this

L 1T

indepcnd.nca Zimbabwe ham tried to introduce new =L)ects
ir.o the curriculum. However, it Was obswerved that
teachers angd Pupils have not been reen--zive to-thé& new
sub jects. The reason beirg that teachers diligently and
latilfactorily teach subjects and students work hard at
sSub jects jf they are e*xaminable. Localization of the
Secondary school examinations wag s@eNn as one way to
@ncourage curriculum Changes that would make secondary
school instructional curriculum appropriate and more



iﬁflff.l;vhht to the local environment.

I
adopted a policy of divnrltfying the curriculum by
increasing the scientific and technological contonts of
education, Particularly at the Secondary school Jlevel.
The technical kits project of the BEST programme made
this possitble by introducing into each of the rural
secondary schools at least two technical subjects drawn
from a 1list of eight subjects such as: agricul ture,
woodwork, technical drawing, metalwork, home economics
etc. There are problems related to these projects, but
the start has been made. It iz hoped that when the BEST
Programme comes to an end, the Government of Zimbabwe
will continue to give financial Support to these pProjects
80 . that the removal of this constraint Can be finally
rralisad.

2.1.5.4 Inetfisisntéingnuitehll ERatial allogation ef
rasilgtitz .

A great deal has been done to reduce this constraint
particularly when one looks at the namber of training
facilities for the Ministry of Labour which have been
constructed under the BEST programme. However, it was
observed that care needs to be exercised to ensure that
full utilization of facilities occurs as the provision of
sufficient staff, equipment and hostel accommodation
8till requires attention and completion. In addition,
som@ facilities in thig Ministry have possibly  been
neglected e.9. facilities for the development of a
national skills testing service, whilst others have made
only limited progress, e.g. upgrade training, as LMPSW
efforts have mostly been directed at college course
expansion to date.

by thn provision of cComputers in the regions. Instead
¢ computerizing the head office only, efforts have been
made ‘to computerize all the regions. '

The introduction and Provision of technical kits,
distance education materialsg and Brothers’ Brother Books
to colleges and rural Secondary schools is an effort to
reduce the inrquitable spatial allocation/distribution of
facilities. We believe that with the improvement of the
Mmanagement infrastructurc “tor each BEST project as
identified under indl i idual projects this constraint, in
the long run, should greatly be minimized.

E-i-S-S dpngfficimns Elspping Capacity

It was observed, given the planning problems that have
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Bééh "iddnfified‘ regaiding the pPlanning of variQu;f
projects by implementing ministries, that little

improvement has been possible, mainly due to staff
shortage and lack of Planning skills, '

In LMPSW, the move to the NVTDC by all departments so
that Head office is housed under one reof, should improve
the position, but it is likely that special attention to
this area may become necessary, such as the formation of
4 centralized Planning Unit at Head Office with the
attachment of Technical Assistants before the position
improves sufficiently to lessen concern.

In the Ministry of Education, there is the Planning Unit
resyonsible for Planning all aspects regarding Ministry

activities. However, it was observed that the Unit did.

not plan all the BEST pProjects of the Ministry. The
various divisions/units within the Ministry prepared
their own Plans. It is however suggested that in future
the Planning Unit should supervise all plans for
presentation to BEST. . \

2.1.6 BEST Programme Contribution
It was observed that in spite of management problems
identified across BEST pro jects, the BEST Working Group
have, with speed, disbursed almost $40,000,000 within a
short period, and have, therefore, facilitated the start
and completion of many very important Projects within a
short period as wel - This has led to the $45,000,000
BEST Programme making a significant contribution to the

development of education in Zimbabwe. This is smo,
Particularly when one looks at the construction projects
where the outcome is visibly observed, There is also

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

2.1.7 Becommendations

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

B-1.7.1  Needs Assesspent

Under normal circumstances, even if facts are known, a
comprehensive needs assessment should be undertaken to
Streamline the areas of concentration in 4 programme, and
Particularly where foreign funds are involved, the needs
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 assessment nxdr¢!:§ftjhbdf&ﬁ be Qﬁdefﬁik!ﬁ ‘bY local

~ personnel.

2.1.7.2 Planning

Project plans should be detailed enough to include all
the necessary activities to make it easy to implement and
fund. In the Ministry of Education, the Planning Unit
should help other divisions within the ' Ministry to
preparn their project documents. In the Ministry of
Ldbour, a centralized Planning Unit should be formed at
Head Office to undertake research, needs assessment,
design and moni toring functions, and to assist with the
implementation of projects.

8.1.7.3 Supervision

It is not enough for BEST Working Broup to supervise the
pProgramme as a whole, but it must see that those who are
in charge of" individual Projects in the implementing
ministries sSupervise their Projects, 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.

28.1.7.4 Co-ordipation

Co—~ordination of Programme/project activities should be
ensured between implementing ministries, within
ministries and within projects. In this connection the
BEST Working Group should ensure that activities by one
ministry facilitates the activities of another. Thig is
& probiem 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 ‘Limjted and inequitable ellgéetign of Resources

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 skillws,
vis—a-vis rural skill centres and appropriate skills
development. 1In addition, where facilities are provided,
attention must be given to ensuring full utilization by
providing for ancillary and support devices gzuch as
staff, equipment and residential accommodation.

2.1.7.6 Insufficient Numbers of Trad e

Staff Development activities require to be introduced,
particularly in the Ministry of Labour, and these should
provide for both long and short term needs. While in

the Ministry of Labour regarding the B. Tech., it ig
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recommended that close monitoring of the courses should
be taken to ensure the eventual qQuality of the product of

this pProgramme. There is also need to evaluate the

B.Tech

Programme. In order to attract and maintQtn good quality
statf in the technical colleges, Ministry of Labour
s*ould improve salaries for lecturers. Regarding the

Upgrading of Primary school trained teacherg,

project isg reintroduced, the schools division
release teachers as envisaged in the plans if they

meet the objectives.
R.1.7.7 inefficient Blenning Capacity

Please see 2.1.7.2 above.

2.2 Shﬁcifﬁ::Rccommendntionl for BpQCifiﬁjAr-ali

2.2.1 PLANNING“hNﬂ ADMINISTRATION

if the
should
are to

'E;E.l;ffﬁuﬁdl should not  be allocated or relecased
without the required documents being presented

to the BEST Working Group.

2.2.1.2 There should be a mechanism to enforce

the

production of financial and narrative monthly

reports.

2;2;1.3 Where project documents are adequately
prepared, BEST Committee should approve them

quickly.

- Q.8.1.46 The problem of ever requesting additional
- funds for the same Project should

be

di-cournged. This can be done by irsisting

‘on  adequate Planning before the project

approved for funding under BEST.

is

"7 398.1,5 USAID should not Prepare project documents

for impl.mnnting ministries.

”“é;e.l.b MFEPD has the responsibility of communicating
> the Planning and management requirements

implementing ministries.

‘2.8.1.7 The MOE should identify and appoint a person
2 to take charge of the Automation

Examinations.

2.2.2 CURRICULUM DESIGN AND INNUVATION

2.2.8.1 Projects should not be allowed to

unless there isg evidence that th-rq is @
trained manpower to plan, administer

moni tor them throuyhout
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agfﬁiﬁﬁfﬁfufionaltzntton period.

- Every project shoulq have an evaluation unit
- -from the boginning to ensure efficient

‘utilization of human ang material resources,
. and to ensure that Widely accepted principles

and Procedures of pro ject 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 among its officers and that
officers in post are not overstretched by
attending 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.

TEACHER EDUCATION

2.2.3.1 There should be comprnhonsi&u pllnning,_fqi

{ avoid costly errors. »

2.2.3.2 Programme Quidelines should always «b.l‘
Produced to assist implementers. S

2.2.3.3 Provision should be made for arfdditional itlff

and materials.

2.8.3.4 "N&rklhops and seminars should be mounted for
‘ personnel ultimately involved in the running

of the project.

2.2.3.5 starf development should be undertaken to

boost the Capability of the 1mplcmonting
ministries.

2.2.3.6 - Adequate facilities to support the activities
e of the Project should be provided.

e.2.3.7 There should be greater co-ordination between
' Government ministries Providing supportive
services to each other.

2.2.3.8 Periodical =:2iuation should be done to
: determine the Progress being made 3in the
~‘=>lementation process.

2.8.5.9 Communication should be improved ' between

sections involved in the ruming of a

project.
1
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 B.Bi4.1

l fe.E.‘he

28.8.4.3

EIEO“.~

2.8.4.5

2.2.4.6

3j8 E 3 10 ‘Safety and security flcilitint Ihould bo

. Provided and adequately maintaincd.

 VOCATIDNAL/TECHNICAL EDUCATION

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 umit in sanalysing needs and
monitoring progress.

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

The strict adh.rcncn to prescribed BEST
procedures in project submission, progress
and disbursement reports etc. reguires to be
introduced immediately.

Ways of introducing improved liailon and co-
ordination with external—-to-governmant
organisations, including the private sector,
require to be investigated and a mors
formalized system introduced.

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

The removal of PSC regulations preventing
some staff development activities occurring
(@.9. no aid funds for local courses} no
course in excess of 1 vyear) requires
immediate attention. :

- 2.8.5 CONSTRUCTION

» ey Gy
. .

2.2.5.1

There should be more co-ordination betwaen
the designers and the implementing ministrias
or the users of the facilities at an early
stage in the design. It is suggested that =
technically qualified person or e s Am
established either permanently or on an
ad hoc basis to provide this liaison.

Staffing of MPCNH should be reviewed so that

their essential functions of oversaeing
design and construction work can be carried

21
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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 2imbabwe.

In all colleges ang institutes where
\ - technical skills are a Part of curriculum and
where equipment and laboratory facilitios 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.

2.2.5.5 USAID must establish more effactiv'e controls

and = procedures to ' ensure effacient
utilisation of their funds, better cost-
affective procedures, and improved

. . infermatton management.
2.82.6 FINANCE

8.2.6.1 The first thing that needs to be ironed out
about the BEST Programme concerns the
allocation figures. 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. _

2.2.6.2 MFEPD .should Play a more interested and
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 implemeniing 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.

- B.Beba3 Ministries should be ' discouraged from
o continuously goina v additional funding,
and one way of avoiding such a situation is
to insist from the start that Ministries

aa
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should submit well written project
descriptions based on sound costing. This iw
to ensure that cost overruns are avoided.
For example, 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 ($50,000), and National
Education Centre (1,700,000). The. Ministry
of Labour Manpower Planning and Social
Welfare submitted requests for ussez,270,000
in additional funding. Masvingo Technical
College required US$1,7million to purchase
equipment for the various mechanical,
automotive and electric - departments.
However, vhen 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 a nunber of BEST funded
projects.

8.B.4.4 There are certain instances where USAlD,
consciously or unconcsiously, enccocurages
direct communication between itself and the

Egi‘p$?9§ sﬂful&!a. rIDéR-PI"fBET?.GS.b' i?f

problems result from thisa Firstly,
encouraged the Colleage to want to by-pass the
Ministry and go direct to USAID and this was

bad enouqgh. It also resulted in delays when
tha 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
its activities. The case of the swimming
ool and the tractor is such an example of a
least cost-effective choice by the College.
he College sihould therefore be disccuraged
'rom having direct access to the donor, and
'@ discouraged from thinking that the money
8  there for whatever they need and at
hatever cost. At the same time, the College
omplains of bureaucratic delays that
Tustrates its acquiring of equipment on time
nd installing +-:g equipment once it has
ome. Burmaucratic controls therefore need
0 be :wvuuced.

B.B.6.3 The MLMPLSW should try and wstreamline 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 Constraintg that they

Tace are that of qQualified
1nltructors/l!ctur'rl and adequate equipment
Tor workshop,besides the r®commendation that
the salaries of lecturers (Which are low
CoOmpared to those offered by the private
Sector) be reviewed and Yumning a gtaff
development Programme. A SPecialisation and
Concentration of skillg at Particular
collages will mean that the Hinistry does not
have to get good tnchnologists for five or
Six colleges, but only for those colleges
Specialising in thig area,



