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INTRODUCTION 

PROBLEMS PERCEIVED 

1. 	 Rural population groups do not have equal opportunities for access to the
educational system. Sixty-three percent of the population receive no services from 
the system. 

2. 	 The system's weakness is acute; only half of the children who enter the first grade 
pass. 

In the rural area, out of every 100 children who enter elementary schooi, 17 finish;
and 60 out ef every 100 do not finish the fourth grade. 

Educational service is deficient in physical infrastructure, as well as in its 
approach, its content, its values, procedures, and mechanisms. 

The weaknesses of the curriculum exist alongside deficiencies in the approaches and
practices of supervision, a lack of resources and logistic facilities, poor use of the 
few means available, the absence of research and planning at the system's
operational base (community education center), the abandonment to which 
education centers fall, etc. 

The training provided to teachers is inadequate and does not prepare them for 
efficient work in rural areas. 

Teachers work in an atmosphere devoid of technical guidance, means to achieve 
their purposes, and infrastructure. 
The physical isolation of teachers and the lack of sevices for them is overwhelming 
in rural areas, above all in one-teacher schools. 

There are few incentives to attract teachers to these areas. 

3. 	 The problems stemming from unequal opportunities for access and from
inefficiency of the educational system maintan and strengthen deep rural-urban
inequalities, so that it can be said that the system is characterized by its high
degree of imbalance and its low level of relevancy. 

COMPARATIVE CHART OF RURAL/URBAN INDICATORS 

Indicators Rural Urban 

Primary school enrollment (7years old) 46 % 69 %
 
Available preschool learning (5-6 years old)

Staying rate 
 10.4% 42.5%
Passing and repeating rate 	 17% %74
Teachers without training 13.2% 3.8%
Incomplete public schools 51% 5 % 
Deficit in coverage 63 % 29 % 
Illiteracy 70 % 27.4% 



4. The educational system operates through a centralized organization. It neitherallows nor motivates the population's participation. There is very little delegationof authority. Processing and decision-making are slow, and decisions are
sometimes inappropriate. 

In view of the central exercising of authority, the general decentralization withinthe sector as well as between entities in different sectors, little by little anerratic sense of behavior is becoming widespread among teachers and officials,resulting in failure to assume responsibilities and make decisions. 

On the central level the organization in cperation is different from the one
described in documents. 

There is no unity of leadership, nor is there any coherence in policies, standards,and supervisory procedures. Accordingly, there are no definite criteria forcharacterizing supervisors (types of supervisors and profiles). A variety ofsupervisors exists: by level, by discipline, and by course; by geographicjurisdiction; by specific program. Also there are variations in the system of perdiem allowances, facilities, equipment, and transportation arrangements.
Supervision lacks defined functions and policy guidance, and is deprived oftechnological, material, and economic support; nevertheless, it assumes the basicresponsibility of acting as the system's backbone and is its only driving component. 

Organization seems to weaken at the level of the school district. In the proposaldocument relating to regionalization, no significant mention of the educationalestablishment can be found. This is a striking omission. Within the currentsystem, an educational center means assuming greater responsibilities, very little
activity, and no additional compensation. 

The apparent "omission" of the educational center from the scheme of thesystem's concerns can be used to strengthen the concept of separating the schoolsystem from education at the community level. Breaking such ties would clearthe way for innovation and the use of rionconventional technological in themeans
search for novel solutions to old problems in education. 
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OBJECTIVES/RESULTS EXPECTED TO COME FROM THE ASSIGNMENT: THE PROJECT 

In accordance with the terms of reference of each consultant and the basic 
orientation which the authorities of the sector, through interviews, gave to these
consultants, the following was specified as the final result expected to come from the 
assignment: 

I. 	 Specify, in terms of responsibilities, what the regional organization
will be capable of accomplishirg in its different d;,visins (regional,
departmental, and district) through whatever mechanisms and 
structures may be designed. 

II. 	 Present a systematic regional organization design, descril- Ig for the 
whole organization and for each of its parts the objectives/results
their operation will require, and the basic limitations which have a 
bearing on operation. 

Furthermore, the organization design will include profiles of the 
kinds of functions involved ini the organization. 

III. 	 Description of the principal project components: 

A. Regional setup 
B. Organization and administration 
C. Planning
D. Curricular adaptation and development 
E. Training 
F. Physical infrastructure 
G. Technical assistance 
H. Financing 

IV. 	 Programming for project implementation. 
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GOALS AND PURPOSES OF THE PRO3CT
 

The most critical problems
Guatemala's educational system, 

affecting the organization and administration of
its coverage, its qualitative outputs, and its efficiencyhave been detected and analyzed. This project consequently has as an overall goal theorchestration of the system so that educational regionalization can begin. 

The project paper provides the effective instruments which may make it possible,in the short run, to revise the educational system by means 	of regional organization.Regionalizat Ion must be expressed in terms of the decentralization of the educationalservices for the ultimate purpose of achieving greater efficiency and effectiveness ofinvestment and in response to the requirements of the social development of theGuatemalan population. 
All of this is accompanied by the physical-administrative rearrangement of the 

national territory, or the regional setup agreed upon by the central government. 

The specific purposes are the following: 

* 	 To empower and make more dynamic educational administration,
planning, and financing with a view to raising efficiency by means of a regional, departmental, and local organization system which maymake 	 it possible for basic operational decisions reachedto be atlevels close to the scene where educating takes place. 

0 	 To bring about the improvement of the educational supervisory
system which is carried out at the departmental and district levels so that the supervisor can become the proper agent for putting thenew scheme into effect, where its administrative as well as itstechnical-pedagogical aspects are concerned. 

* 	 To carry out educational research and planning activities likely tofavor community participation as a means through which the personsinvolved in the educational prccesses can actively collaborate inthem and, at the same time, in the search for solutions to problems
affecting them. 

* So that the teaching program or curricular process is relevant to thecharacteristics and requirements of the population and thereby moreefficient, it is proposed that efforts be concentrated on theadaptation arid development of the curriculum, that the latter bemade flexible, that it apply innovative technolgies and efficiently
use resources while taking advantage of those which come from the 
communities themselves. 

* 	 Project and orchestrate the training system and models to developthe necessary act.;ons aimed at all members of education personnelwho must be trained to accomplish the new functions completely. 

* Assess needs in physical infrastructure, personnel, funding, andtechnical assistance which the implementation and development of
the project will require during the six-year period. 
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I. RESPONSIBILITIES OF THE REGIONAL ORGANIZATION 

The regional organization must be capable of the following: 

* Adapting educational policies to regional characteristics. 

0 	 Concucting regional and subregional research and planning to: 

-- Identify the regional problem area;
 
- Identify, design, and administer programs and projects;
 
-
 Assess training needs, draw up respective profiles, design

and/or adapt curricula; and 
Adapt curricular developmer.t and technologies. 

0 	 Design the preproject regional proposal in accordance with national
regulations for drawing up proposals and administering their 
implementation. 

0 	 Administer human, material, financial, and technological resources
in accordance with the type and degree of delegation of decisions 
granted in regionalization. 

* Design, adapt. produce, and distribute educational materials. 

* 	 Attract and/or generate, process, preserve, and distribute
environmental i.nformation, inter-institutional information, and 
information derived from inter-institutional relatins. 

0 	 Check performance and promote efficiency through the design and
operation of an appropriate supervisory system. 

* Motivate, strengthen, and coordinate public and private institutional 
participation and community participation in all educational actions 
under regional jurisdiction. 
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ff. DESIGN OF THE REGIONAL ORGANIZATION 

A. 	 REGIONAL ORGANIZATION AND ORGANIZATION OF EDUCATION 

Regionalization is a process which seeks to condition a territory and its resources 
so that its population can develop the potential of individuals and their communities to
identify and use environmental resources for the population's basic needs. The population
is involved in the process, plays a specific part in it, and consequently enjoys its benefits 
while gaining an understanding of its natural limitations. 

Regionalization tends to become reality through three achievements: 

0 	 A definite political willingness to carry it out. This political
willingness is expressed primarily in the legal provisions which 
promote and regulate the operation of regional organizations. 

But it becomes legitimate when it motivates and renders dynamic
the whole group of municipal corporations, villages, and hamlets;
facilitates the development of the population's potentials; channels 
the population towards knowledge of the problem area; and makes 
possible and supports community actions in the quest for authentic 
solutions to improve the population's way of life. 

Regionalization, with i's interrelated processes of decentralization 
and/or deconcentration is stronger and more definite when 
confidence exists about the population's abilities and possibilities.
This conviction--not reservations or doubt or fear of risks--is what is 
needed in political willingness towards regionalization when the 
community's welfare is being sought. 

* Decisions concerning regionalization come about as directly as
possible at the community level (district, municipal, village, or 
hamlet). The flow is from the top downward, must not become 
weakened at intervening levels of the bureaucratic "cascade" 
(national, rekior-al, departmental, district, etc.) 

When regionalization goes into operation, the flow from the bottom 
upward is a flow of abilities in the development process which 
strengthen themselves in action, and at the same time strengthen
individual and collective awareness and conviction concerning what 
can be know, acted upon, and improved. The generation of this
ascending flow of consciousness and action is unmistakably a sign
that the community is beginning to participate in building its 
destiny, and therefore, political willingness towards regionalization
is essentially successful. 

0 There is integral action within each institution. There also is 
coordinated action among institutions, above all those which belong
to different sectors, to insure consistency of goals and 
appropriateness of functions among the components of all sectors. 
These are characteristics of another essential dimension of 
integration and coordination. 
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Education plays a complementary role in the regionalization process. To do so, it 
resorts 	to an organization which takes the following into account: 

0 There should be minimal intervention so that the adoption of basic 
decisions-an expression of political willingness--can occur close to 
the level at which the population goes into action. 

* The organization should operate through participatory mechanisms. 
Participation is understood not only as the presence cf personnel in 
the process of adopting decisions, it also means the nature and 
characteristics of the process. In education especially, it is believed 
that 'the process is the most important output." (Russel L. Ackeff) 

* The research and planning functions carried out by the organization 
to identify the problem area and to design and implement programs
and projects should not be located in technocratic structures. 
Officials and employees responsible for these functions are spread
out over the various levels of the organization. Their role is that of 
researchers and planners. But it is the group, not the planner, which 
is following the technology brought in by the planner, researches and 
designs plans, programs, and projects. 

0 	 At all levels of the organization, both internally and with regard to 
the other sectoral organizations, simple but effective integration
and coordination mechanisms should be established. 

* 	 By means of integration mechanisms, the linking of certain levels 
with other levels is insured. By means of coordination, interaction is 
strengthened within organization well withthe 	 as as other 
organizations. Thus, an organization is achieved in which divisions 
or levels are interconnected both laterally and vertically, and 
consistency in the intitution's performance is insured. 

In the 	regional organization, various levels of regionalization are found--national,
regional, departmental, district, local, etc. It is traditionally assumed that to reach the
local level for example, one must go through a variety of intervening levels. Thus a 
"bureaucratic cascade" of dubious efficiency is established. The consequent intervention 
slows down and weakens the expected outcomes. 

The advisable strategy for a fully efficient and relevant organization is to reduce
this "cascade" to two levels which: 1) generate mechanisms and 2) through which the 
effects and results of these mechanisms occur. 

The major outcomes of this approach are as follows: 

* 	 The bureaucratic chain is broken since certain mechanisms involve 
the activity of only a minimum number of levels. 

0 It speeds up and simplifies procedures, saving time and resources. It 
causes given levels to become "specialized" in handling certain 
aspects or mechanisms for which they are the focal point. For 
example, if aspects relating to technical-pedagogical research and 
planning and to training were focused on the regional level, it would 
be necessary to assign a specialized professional team of proven 
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competence to each region. The marrow of the regional level's
activity would be in these fields rather than in the administrative
field. Administrative aspects would be concentrated on the
departmental level. The promotional and advance work relating to
supervision would be focused on the district levels and the 
educational center level. 

Thus, staff members of each division or level would have a basic
"specialty", thereby substantially raising outputs. 

At the central level, the creation of a regional organization calls for aredefinition of the roles of the technical-pedagogical and administrative units.Regionalization, now expressed in terms of decentralization and deconcentration issomewhat difficult for a central structure accustomed to exercising power, specificallythrough the very processes and decisions which it must delegate to others. 

The redefinition of the roles of central units no doubt clears the way for bringingnew attitudes, styles, and procedures into play. These factors, at the central ievel, are
the key to facilitating the regionalization process. 

The creation of the regional organization likewise leads to the need to define thetechnical channeis and lines of authority between the central division and the regionaldivisions, and also to the need to insure from the central level balanced coordination 
among the regions and between them and the central level. 

In attempting to design coordination mechanisms, one runs the risk of creatingoffices and management services at the central level for coordination, thus creating newintervening divisions. Central power is consolidated over regional power, and yet anothersifter is created between the regions and the central managers at the top. 

The creation of a new regionalization structure must not be used as a prop forjustifying the creation or strengthening of -nits at the central level. Rather, it mustprovide a way to clarify the functions of the central units and relieve them of routineadministrative concerns which should be taken care of in regional divisions in accordance
with the delegating strategy being adopted.* 

To define the regional setup--the jurisdictional limits of the region and itsdepartmental, district, and local divisions--is a complex process in which it is not alwayspossible to reconcile technical cr.teria with political boundaries, or sectoral emphasis
and backgrounds with integral development approaches. 

On the one hand, the profile is weaker in the region both because of the lack ofhistorical background and the bureaucratic nature of its boundar les which generally havefew roots in the idiosyncracies, relations, and life styles of the population. On the otherhand, the native community boundaries and policies derived from the colonial period andperfected and reinforced by the .'epublic are throughly entrenched. This situation istypical in communities (villages, hamlets, etc.) and departments. 

*See the matrix, "Strategy for Making Basic Decisions Concerning Regionalization." 
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It is clear that official regionalization levels must strategically fuse a regional
development approach with levels derived from traditional political boundaries, and,
above all, with the 'theater of real operations" in which training experiences occur. 

B. 	 CONCEPTS SUPPORTED BY THE DESIGN 

The proposed organization design responds, among other things, to the following
conceptual issues: 

* 	 The organization is basically a group of persons, not things or 
facilities. It is persons who interact through human activities,
organizing, transforming, or using resources (human, physical,
material, time, etc.) for the purpose of accomplishing expected
objectives. 

0 	 To design an organization consists of knowing beforehand what the 
result of operating the organization is expected to be-the 
objectives/results of the organization in our case responsibilities-­
and then, through repetitive processes, identifying and organizing
Functions, Operations, and/or Activities, giving them the form of 
mechanisms. 

0 	 By putting mechanisms to work, organizations produce results or 
outputs, either intermediate or final. 

Mechanisms go beyond the jurisdictions of the structural units of a 
traditional organization. The organization as a whole is primarily a 
series of interrelated mechanisms which, while in operation, are 
producing either intermediate or final results. 

All things considered, to organize is to identify mechanisms, develop them, and
allocate resources for them, adjusting their operation to achieve given objectives. 

The proposal of those responsible for this assignment is aimed in this direction.
But the development of the mechanisms takes considerable time; it is of participatory
nature and involves the very people who are going to be made responsible for making
such mechanisms work. 

C. 	 FUNCTIONAL REFERENCE MODEL (FRM) 

As a result of the design, the following information can be determined: 

1. 	 Essential Function 
2. 	 Mechanisms 
3. 	 Operations and/or Activities 
4. 	 Objectives/Results 
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Functions (1), mechanisms (2), and objectives/results (4), arranged in largefunctional areas, constitute a Functional Reference Model. 

The Functional Reference Model is not an ideal representation of the relationshipsbetween functions and mechanisms to achieve the objectives/results. It is a presentation
of the desirable technical and operatively viable relationships. Although the modelcannot be achieved under the current circumstances, it will serve as a reference forcreating designs which are an approximation of the reference model. Later on, ascircumstances permit, other schemes will be designed and accepted which will resemble
the reference model more and more closely. It is a lantern lighting the way; it makes itpossible to avoid detours, and it facilitates concentration and coordination of resources. 

1. 	 Essential Functions 

According to the Functional Reference Model, the essential functions for regional
organization are: 

* 	 Research, planning
* 	 Institutional management 
* 	 Coordination and motivation 
* 	 Personnel management
* 	 Administration of resources 
* 	 Information, communication, documentation 
* Budgetary, accounting, and treasury operations

* 
 Financial management and technical cooperation. 

2. 	 Essential Mechanisms 

The essential mechanisms of the reference model for regional organization are: 

* 	 Sociocultural research and technology and regional planning to
identify, maintain, enhance, ard functionalize regional and national
identity, and to identify problem areas, and formulate, adapt, and 
administer programs and projects. 

o Curricular adaptation and development with regional
characteristics. Assessment of needs in training, and personnel
specialization, formulation of profiles, and curriculum design. 

0 	 Adapting and producing educational technology, school textbooks,
and educational material. 

* 	 Institutional management with activities for: 

-- information, communication, coordination, and documentation; 
-- supervision (and motivation); 
-- financial management and technical assistance (participant

training and consulting services). 

0 Budgetary, accounting, and treasury operations. 
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* Administration of material resources, equipment, etc.;
administration of physical infrastructure, transportation 
administration, and other matters. 

0 Personnel matters (assessment of personnel requirements): 

- Personnel administration: recruitment, appointment,
provisional appointments, transfers, promotions, evaluation, 
dismissals, etc. 

- Personnel welfare. 

3. The Functional Reference Model 

The ideal Functional Reference Model includes three main areas: 

a. Functional Area I: 

Those mechanisms through which results, goals, and final objectives, 
derived from the organization's activity, are obtained. 

b. Functional Area II: 

The body of mechanisms or systems which produces goods and/or
services and prepares persons and other resources for the operation 
of the mechanisms. 

c. Functional Area II1: 

Integrates the total activity of the institution in support of 
Functional Area I to obtain the goals, objectives, and results 
expected of the organization and the reason for its existence. 

Functional Area I 

The following mechanisms (M) are included in Functional Area I: 

M-l: Regional and subregional research and planning.
M-2: Curricular adaptation and development, assessment of requirements

for training, formulation of profiles, and curriculum design.
M-3: Adapting and producing educational technology, school textbooks,

and educational material. 
M-4: Personnel administration in matters of appointments, provisional

appointments, transfers, evaluations, promotions, dismissals, etc.,
the operation of which is limited according to the regional level and 
the degree of delegation which may be granted.

M-5: Supervision which can enable institutional self-checking and can 
induce advancement and dynamism in the system.* 

[Translator's note.] The text in Spanish skips M-6. 
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Fuwtioma Area I 

The mechanisms which the model takes into account in this area are: 

M-7: Budgetary, accounting, and treasury operations.
M-8: Material resources and equipment. Physical infrastructure, 

transportation, and other matters. 
M-9: Assessing personnel requirements and welfare service requirements. 

Functional Area III 

The basic mechanisms in this area are: 

M-10: 	 For reaching strategic decisons linked with internal and external
policies of the institution; with internal and external information,
communication, and coordination; with determining institutional 
goals; with drawing up plans and projects to achieve them; with
establishing efficient standards of operation for the organization;
with fomenting and supporting institutional self-checking as a 
means of making the institution dynamic and increasing its overall 
effectiveness and relevance. 

Subsystems of internal information and environmental information, ofcommunication, of coordination, of supervision, and of planning are the range of
mechanisms which are indispensable for institutional management. 

The existence of three functional areas remains the same, regardless of the type
of organization to which the model is applied. 

The incorporation of new mechanisms or the elimination of some can vary.Accordingly, mechanisms can be intergrated or merged, or they can be divided intosubmechanisms, depending on the criteria, requirements, and nature of the
organization. This flexibility makes it possible to adapt the reference model to numeroussituations. For example, in the case of regionalization, it can be adapted to regional
mechanisms (region, department, district) or it can be limited to one or two of them.This makes possible a systematic distribution of roles and the strengthening or
"specializing" of each level in a specific set of functions. 

The Reference Model with its three interrelated Functional Areas is presented
schematically on the following page in the "Diagram of Basic Functional Areas, Essential
Mechanisms, and Minimum Services of the Regional Organization." 

A careful analysis of this diagram can facilitate understanding of the proposal
concerning regional organization 
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FUNCIONAL REFERE CE MODEL
DIAGRAM OF BASIC FUNCTIONAL AREAS, ESSENTIALMECHANISMS AND MINIMUM, SERVICES OF THE ORGANiZATION 

BASIC OUTPUT 

INFORMATION 

DOCUMENTATION 
SM6- M6--

COMMUNICATION 

ION 
Qualitative improvement of education
and general extension of coverage ofthe educational service, adafed to 
regional characteristics, with 
direct participation of the institutions 
and the community. 

SERVICES 

M7 

M8 

M9 

BUDGETARY, ACCOUNTING, ANDTREASURY OPERATIONS 

MATERIAL RESOURCES AND 
EQUIPMER T, PHYSICALINFRASTRUCTURE AND 
TRANSPORTATION 

ASSESSMENT OF NEEDS FOR 
PERSONNEL AND SERVICES 

MIRegional and subregional
research and planning. 

M2 Curricular adaptation 
and development. Curriculumdesign. Assessment of 
training needs. Profiles. 

M3 Adaptation and production. 

Educational technology; 

School textbooks, educa-
tional material. 

M4 Recruitment, apointments,
provisional appointmenLs, 
transfers, evaluation, 

-

M5 

Ml 

MI 

M2 

- -SPECIFIC OUTPUTS 

Self-checking regional operation tointe efficiency ard relevance in 

e ional processes and goal in the 

Definition, maintenance, strenthening,
and enforcement of regional and national 

Characterization of regional problem areas 
and adap.at'or,, design, and administration of
regional education plans and projects. 
Training an. specialization ,ieed assessed,profiles established, and curricum designed. 

promotions, dismissals, 
etc. M3 Educational technology, school textbooks, and 

educational material adapted to regional 
characteristics. 

M4 Regional personnel appropriate in terms of
quality, quantity, and opportunity; efficientlyadministered, oriented towards objectives and 
the achievement of worthwhile levels of well­

MlI-142 Involved regional community and institutions 
M3-M4 participating in educational actions of theM5-M6 jurisdiction and receiving, in turn, supportfrom the educational system. 



D. THE REGIONAL ORGANIZATION RESPONSE 

1. The Legal Political Framework for the Proposal 

The persons carrying out the assignment were officially informed that efforts toregionalize education are contained in the document entitled "Prosupere" or DocumentoPropositivo del Proyecto de Supervision y Regionalization Educativa" (Proposal Paperconcerning the Supervision and Educational Regionalization Project"), dated June 1986.The authorities hope that the Prospepere plan will be authorized at the program level forimplementation and operation with whatever adaptations may be required. 

The implementation of regionalization in Guatemala is in keeping with theprovisions of Article 224 of the Constitution which states: 

Administration will be decentralized and development regions will beestablished according to economic, social, and cultural criteria which canbe constituted by one or more departments to give rationalized momentum 
to the country's integrai development. 

When it is in the nation's interest to do so, however, Congress can alter the way in which the country is administratively divided, establishing a system
of regions, departments, and municipal corporations or any other kind of 
system without discrediting municipal autonomy. 

The same article recognizes departments and municipal corporations as 
administrative divisions of the country. 

Articles 224, 226, 228, and 229 of the Constitution institutionalize integraldevelopment organization -- nonsectorialized -- in different divisions: 

* National Council of Urban and Rural Development, at the 
NATIONAL level 

* National Council of Urban and Rural Development, at the 
REGIONAL level 

* Departmental Council, at the DEPARTMENTAL level. 

From the constitutional point of view, it is a matter of overallregionalization, not unilaterally sectoral. Consequently, the sector design ofeducational regionalization is complementary, and is necessarily integrated
the design for overall regionalization called for by the Constitution. 

into 

The executive power, by means of a Governmental Agreement, has created theManagement Council to carry out the administrative rearranging of the country as called
for by the Constitution in Articles 224, 225, 226, 228, and 229. This Council is joined bythe Office of the Vice President of the Republic, the National Office of Civil Service(ONSEC), The Office of the Secretary of Economic Planning (SEGEPLAN), and theNational Public Administration Institute (INAP). In official circles it is estimated thatthe respective laws will be approved by the end of 1986. 
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The ccnstitutional mandate, with regard to the education sector, specifically
states that "the administration of the educational system must be decentralized and 
regionalized." 

Education Law DL No. 73-76, dated January 1978, creates regional management
offices for education, and decentralizes the implementation of plans and programs " ... 
to guarantee the efficiency and timeliness of educational service." (Articles 23-25, 
chapter IV).) 

The ruling of the national education law regards the regional management offices 
for education as coming under higher management services (Article 6). This position
correctly eliminates levels intervening with the central level. 

The ruling of the law defines the regional management offices as technical­
administrative organizations responsible for coordinating, carrying out, and keeping
check on matters in their jurisdictions (Article 19), and it states that they will provide
consulting services at two levels: 

* The Regional Level for the Regional Board of Education; 

* The Local Level for the Auxiliary Board of Education, both of which 
are set up in the main town of each municipal corporation according 
to Article 67 of the national education law. 

It should be noted that from the legal point of view, no departmental intervention 
occurs at the regional and the local levels, thus strengthening the coordination and 
advisory services of those two divisions. 

The number of regions into which the country will be divided and the territorial 
coverage for which each will be resp-'-,sible are matters not yet officially agreed upon.
It is estimated that there will be fro six to eight regions. in any case, it is advisable 
that in the metropolitan area there be a regional or subregional unit independent of the 
Guatemala-municipality area. The regional organization design being proposed will not 
undergo any changes because of these pending decisions. 

2. The Technical-Organizational Framework 

The technical framework is provided in the Prosupere design, the sustaining
concepts of the design described above, and the Functional Reference Model (FRM) for 
regional organization. 

3. Approaches of the Proposed Design 

The proposed design recognizes the regional and local levels (school district,
municipal corporation, village, hamlet) as the strategic divisions for the functions and 
activities of research-planning and technical-pedagogical matters. 

The local level and the educational center level are the specific scenario in which 
educational experiences take place and come to life. That is where participatory
research and planning are done. 

Giving preference to the regional level for these functions also makes the
implementation of regionalization more feasible. The need for specialists will be limited 
to six or eight teams of four or five persons as a minimum-one team to a region. If 
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these functions were assigned to the departmental level, the need for specialized teamswould rise to 22--one for each department. 

Beyond the medium term, when the multiplication of specialized human resourcesbecomes a ,eality, and funding allows it, turning these functions over to the
departmental divisions will then be advantageous. 

The proposed reorganization design concentrates administrative decisions,particularly with regard to personnel, in the departmental level. Decisions concerningpersonnel thus remain very close to the communities and the educational centers. 

For certain transactions, intervention near the top would be minimal. Moreover,the weakening of technical-pedagogical actions would be avoided, since these are located
in the regional and local levels. 

In all levels, the design establishes participative procedures and technologies asgeneral practice, both in administration and technical-pedagogical matters. The levelsof the organization, as well as the levels of the educational system, must be both
coordinated and integrated. 

Whenever work teams, planning groups, advisory, consulting, and/or coordinatinggroups 	are organized, the persons in them must represent the units of the organizationhorizontally or transversally considered. This mechanism for integrating human groupsinside an institution or among various organizations has far-reaching consequences with 
respect to participation and institutional mora!e. 

The design recommends supervision focused on two major functions: 

* 	 As a technical mechanism for self-checking he operation of the 
system; 

* 	 As an instrument conducive to dynamism and capable of promoting
efficiency and innovation in the system. 

At any 	time and in any division these two roles are inseparable. Furthermore, thedesign designates supervision as a substantive mwchanism inside each division ororganizatien. That is to say, supervisicn is not a superimposed function which comesfrom another level to monitor what is taking place. It is a 	tool which belongs to theorganization itself, used by people of the organization itself, helping to insure that theorganization operates appropriately in pursuing its objectives, improving its performance,
and developing its potential creatively. 
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Outline of Strategy for Basic Decisions for Regionalization 

FUNCTIONAL LEVELS 
ASPECTS 
 NAT. 	 REG. DEPT. DIST. 
I. 	 ADAPTATION AND CARRYING OUT OF POLICIES 40 

II. 	 CURRICULAR ADAPTATION AND DEVELOPMENT • 

III. 	 INFORMATION 
3.1 	 ON PROCEDURES 0 	 0 
3.2 	 ON EXTERNAL SYSTEMS 0 
3.3 	 ON RESEARCH AND PLANNING 0
3.4 	 ON EXTERNAL SITUATION 0 

IV. 	 PARTICIPATORY RESEARCH AND PLANNING
4.1 	 AT PROBLEM AREA LEVEL •
4.2 	 AT LEVEL OF PLANS, PROGRAMS, • 

PROJECTS 

V. 	 PERSONNEL ADMINISTRATION 0 

VI. 	 BUDGETARY ADMINISTRATION 
6.1 	 BUDGETARY AND ACCOUNTING 0 	 0 

OPERATIONS 
6.2 	 PURCHASING 

VII. 	 ADMINISTRATION OF PHYSICAL INFRASTRUCTURE
7.1 	 PROCEDURES 0
7.2 	 CONSERVATION OF BUILDINGS, EQUIPMENT 

AND FURNITURE 

VIII. 	 TRAINING • 

IX. ADVISORY SERVICES AND SUPERVISION OF
EDUCATIONAL ESTABLISHMENTS 0 

X. 	 NONFORMAL EDUCATION 0 

XI. 	 INTERINSTITUTIONAL COORDINATION, COMMUNITY 
PARTICIPATION, AND REGIONAL, DEPARTMENTAL,
AND LOCAL DEVELOPMENT 0 

XII. 	 SUPERVISION 
12.1 	 OF POLICIES AND GOALS 0 	 012.2 	 OF PROCESSES 
12.3 PROMOTIONAL OR ANTICIPATORY 

o BASIC DECISION ASSIGNED TO ... REGIONAL LEVEL 
a BASIC DECISION ASSIGNED TO ... DEPARTMENT LEVEL 
o BASIC DECISION ASSIGNED TO ... SCHOOL DISTRICT 
o PARTICIPATES IN THE FORMULATION OF BASIC DECISIONS 
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ESSENTIAL FUNCTIONS OF ORGANIZATIONS AT THE REGIONAL. DEPARTMENTAL, AND SCHOOL DISTRICT LEVELS 
REGIONAL 

I. 	 ADAPTATION AND CARRYING OUT 
OF POLICIES 

Adapt the national deatmonal 
policy to regional and departmental 
characteristics,and orient and 
evaluate its implementation. 

Consider within the adaptation
process the policy concerning 
regional socioeconomic development, 

If. 	 CURRICULAR ADAPTION AND 

DEVELOPMENT 


Adapt, orient, and evaluate national 
curricula; design curriculum in response 
to regional characteristics and priorities. 

Ill. INFORMATION: 

1. 	ON PROCEDURES 

Grasp, generate, and disseminate 
policies, standards, provisions,
and regulations in force among
teaching, administrative, manage-
ment personnel, and others, and 
among personnel of involved sectors 
of the community. 

2. 	 ON EXTERNAL SYSTEMS 

Grasp, generate, process, maintain,
and disseminate relevant informa­
tion coming from external systems 

o
 

DEPARTMENTAL 

ADAPTATION AND CARRYING OUT 
OF POLICIES 

Participate in the adaptation of 
the national educational policy to 
regional and departmental character­
istics, and orient and direct its 
implementation and evaluation,
especially where administrative 
aspects ate concerned. 

CURRICULAR ADAPTATION AND 
DEVELOPMENT 

INFORMATION: 

1. ON PROCEDURES 

Grasp, generate, and disseminate 
policies, standards, provisions,
and regulations in force among
teaching, administrative, manage-
ment personnel, and others, and 
among personnel of involved sectors 
of the comrmunity. 

2. ON EXTERNAL SYSTEMS 

SCHOOL DISTRICT 

ADAPTATION AND CARRYING OUT 

Implement and evaluate regional
educational policy. 

CURRICULAR ADAPTATION AND 
DEVELOPMENT 

Participate in the adaptation of curricula. 
Apply and evaluate adapted curricula to 
regional characteristics. 

INFORMATION: 

I. 	 ON PROCEDURES 

Grasp, generate, and disseminate 
policies, standards, provisions,
and re, ulations in force among
teaching, administrative, manage­
ment personnel, and others, and 
among personnel of involved sectors 
of the community. 

2. 	 ON EXTERNAL SYSTEMS 

I 



REGIONAL DEPARTMENTAL SCOL DISTRICT 

referring to: regional and 
national socioeconomic development 
plans, projects; the status and 
tendencies of the job market; the 
status and tendencies ol science and 
technology in the educational and 
social field; the financial status 
and tendencies of the country and 
their impact on the regional financial 
outlook; the effect of national 
cultural values and the consequent 
str.ucture of national identity and 
its preseice and impact on the regional
educational process, etc. 

3. ON RESEARCH AND PLANNING 3. ON RESEARCH AND PLANNING 3. ON RESEARCH AND PLANNING 
Grasp, generate, process, maintain, 
and disseminate information n 
educational plans, programs, and 
projects and other sectors which 
might relate to regional development 
as well as to lechnologies for 
participatory research ana planning. 

Grasp, generate, process, maintain, 
and disseminate information on 
educational plans, programs, and 
projects and other sectors which 
might relate to regional develop-
ment as well as to technologies for 
participatory research and planning. 

Grasp, generate, process, maintain, 
and disseminate information on 
educational plans, programs, and 
projects and other sectors which 
might relate to regional development 
as well as to technologies for 
participatory research and planning. 

4. ON THE INTERNAL SITUATION 4. ON THE INTERNAL SITUATION 4. ON THE INTERNAL SITUATION 
Grasp, generate, process, maintain, 
and disseminate, in a timely manner 
among the pertinent org,.nizational 
levels, information about accomplish-
ing policies, goals and processes so 
that they reflect the status of 
operation in the region, make it 
possible to identity divergences, 

Grasp, generate, process, maintain, 
and disseminate, in a timely manner 
among the pertinent organizational 
levels, information about accomplishing
policies, goals and processes so that 
they reflect the statis of operation
in the region, make it possible to 
to identify divergences, analyze, 

Grasp generate process, maintain, 
and disseminate, in a timely manner 
among the pertinent organizational 
leveLs, information about accomplish­
ing policies, goals, and processes so 
that they reflect the status of 
operation in the regkn, make it 
possible to identify divergences, 
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REGIONAL DEPARTMENTAL SCHCL DISTRICT 
analyze alternatives, and adopt 
decisions and corrective actions 
in a timely manner, 

IV. PARTICIPATORY RESEARCH AND 

PLANNING 

alternatives, and adopt decisions 
and corrective actions in a timely 
manner, 

PARTICIPATORY RESEARCH AND 

PLANNING 

analyze alternatives, and adopt 
decisions and cork-ective actions 
in a timely mannr. 

PARTICIPATORY RESEARCH AND 

PLANNING 
I. AT PROBLEM AREA LEVEL 1. AT PROBLEM AREA LEVEL 1. AT PROBLEM AREA LEVEL 
Participate in the systematic study
of the regional socioeconomic 
situation to determine the integral 
problem area of the region. Conduct 
a systematic study of regional 
educational reality, using partici-
patory research and planning 

Participate in determining the 
regional and sdbregional integral
problem area as well as in deter­
mining the regional and su -
regional educational problem area 
(departmental/distriact). 

procedures. 

Community participation in research-
planning processes is institutional-
ized through interinstitutional and 
district coordination in the regional
coordination division and through 
the permanent use of participation 
methodologies (planning for programs
in a participatory manner and micro-
plannin.g techniques). 

Community participation in sub-regional
research-planning processes is insti-
tutionalized through institutional 
coordination, through articulation with 
regional and district levels, in the 
departmental coordination division and 
through the permanent use of micro-
planning methodologies. 

Community participation in subregional
research-planning processes is insti­
tutionalized through institutional 
coordination, through articulation with 
departmental, regional, and educational 
al community levels in the district 
coordination division, and prefer­
ably through the use of methodologies 
like the participation survey. 

2. AT LEVEL OF PLANS, 
PROGRAMS, PROJECTS 

2. AT LEVEL OF PLANS, 
PROJECTS 

PROGRAMS, 2. AT LEVEL OF PLANS, PROGRAMS, 
PROJECTS 

e.Aign, de.elop, and orient imple-
mention, and supervise the 
regional educational plan in 
response o the regional educa-
tional probierm area sketched 

Develop and orient the implementation
and supervision of the annual 
operational plan (district level),
using subregional research and 
planning methodology. 

0 



REGIONAL 

against the background oi the 
regional socioeconomic pronlem 
area. 

V. PERSONNEL ADMINISTRATION 

VI. BUDGETARY ADMINISTRATION 

Administer budgetary, accounting,
and purchasing operations accord­
ing to the degree and type of 
decision assigned to each. The 
Regional Management Office is the 
authorized trustee. 

VII. ADMINISTRATION OF PHYSICAL 
INFRASTRUCTURE AND CONSERVA-
TION OF BUILDINGS, EQUIPMENT, 
AND FURNITURE 

VIIi. TRAINING 

Assess needs for training; refresher 
courses; updating the skills of teachers,
administrative personnel, and others; and 

DEPARTMENTAL 


PERSONNEL ADMINISTRATION 

Administer processes for appointments,
exchanges, transfers, promotions, dis­
missals, etc., according to the degree 
and type of decision assigned to each
with respect to teaching and admiri­
strative personnel and others. 

BUDGETARY ADMINISTRATION 

ADMINISTRATION OF PHYSICAL 
INFRASTRUCTURE AND CONSERVATION OF 
BUILDINGS, EQUIPMENT, AND FURNITURE 

TRAINING 

SCHOOL DISTRICT
 

PERSONNEL ADMINISTRATION
 

BUDGETARY ADMINISTRATION 

ADMINISTRATION OF PHYSICAL INFRA-
STRUCTURE AND CONSERVATION OF 
BUILDINGS, EQUIPMENT, AND FURNITURE 

Supervise the use of buildings, equipment,
and furniture at all levels and strengthen
the responsibility and cooperation of users 
and the community with respect to their 
conservation. 

TRAINING 



REGIONAL DEPARTMENTAL 
SCHOOL DISTRICT 

program, implement, evaluate, and 
maintain follow-up on training
activities designed for such purposes. 
IX. ADVISORY SERVICES AND SUPER-

VISION FOR EDUCATIONAL 

ESTABLISHMENTS 

ADVISORY SERVICES AND SUPERVISION FOR 
EDUCATIONAL ESTABLISHMENTS 

ADVISORY SERVICES AND SUPERVISION 
EDUCATIONAL ESTABLISHMENTS 

Provide advisory and supervisory
services to educational establishments 

on: 

Provide Tdvisory and supervisory services 
to educatonal establishments i: 

" Using procedures of participatory
applied research a d planning to 
enable each educational center to 
identify needs and define the problem 
area in the educational community 
to which it belongs, anJ to develop
and implement its work plans with 
with the greatest possible participationfrom the community. 

UoUsing particinatory applied researchand planning procedures to enable each 
educational center to identify needs and 
define the problem area of the educational 
community to which it belongs and to 
develop and implement its v.ork plans with 
the greatest possible participation from
the community. 

Developing and implementing the annual 

" Developing and implementing the 
annual work plan, preferably
considering: 

- pCurricular aspects such as 
appropriate development of plans
and programs, curriculum 

and pirograms, curriculum 

work plan, preferably considering: 
-- Curricular aspects such as appro­

priate development of plans and 
programs, curriculum administration 
and academic organization, techn.'= 
logical innovation and etficiency in 
the use of the resources, etc. 

administration and academic 
organization, technological 
innovation and efficiency in the 
the use of resources, etc. 

I 



REGIONAL DEPARTMENTAL SCHOOL DiSTRICT 

" Administrative aspects such as e Administrative aspects such asunderstanding and accomplishment understanding and accomplish­of teaching and administrative ment of teaching and administrativestandards, the functional organization standards, the functional organi­of the educational establishment zation of the educational establish­and the efficiency of services, ment and the efficiency of services,the. maintenance of the academic the maintenance of the academic
register, rationalization of register. the rationalization of processes, conservation of physical processes, the conservationplant, equipnent and furniture, of the physical plant, equipmentetc. and furniture, etc. 

* Personnel aspects, status, and o Personnel aspects, status, andqualifications of teaching and qualifications of teaching andadministrative personnel, the administrative personnel, thesocioeconomic situation of the socioeconom;c situation of ti;estudent, the family, welfare student, the family, welfareservices, and needs for training, services, and needi for training
refresher courses, updating, refresher courses, urdating,
etc. etc. 

* Interact with the community, involving Interact with the community,
It in the study of the prolem area; involving it in the study ofintegrating forces in the design the problem area; integratingand implementation of the annual work forces in the design and imple­plan; prioritizing social-educational mentation of the annual workproblems such as school neglect; plan; prioritizing social­
identifying funding sources; and motivating educational problems such asand making dynamic the community's school neglect; identifying
participation in the common objective funding sources; and motiva­
of educational development. ting and making dynamic 

the community's participation 
in the common objective of 
educational development. 
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REGIONAL 

X. NONFORMAL EDUCATION 

Promote, design, carry out, and 
supervise strategic alternatives 
of nonformal education, making
creative use of the community's 
educational resources and the 
technological means which bring
about greater efficiency of the 
system and nontraditional solu-
tions to the growing needs for 
expanding the system and improv-
ing its quality within the frame-
work of the severe limitation of 
resources. 

XI. INTERINSTITUTIONAL COOR-
DINATION, COMMUNITY PARTICIPATION, 
AND REGIONAL, DEPARTMENTAL, AND 
LOCAL DEVELOPMENT 

Maintain permanent coordination 
and strengthen interrelations 
and liaison with sectors 
and institutions of the area,
especially to integrate develop-
ment efforts through creative and 
nontraditional activities 
and solutions, 

XII. SUPERVISION 
1. OF POLICIES 
2. OF PROCESSES 
3. PROMOTIONAL 

Check the operation of the regional
organization at all its levels to 

DEPARTMENTAL 

NONFORMAL EDUCATION 

INTERINSTITUTIONAL COORDINATION, 
COMMUNITY PARTICIPATION, AND 
REGIONAL, DEPARTMENTAL, AND 
LOCAL DEVELOPMENT 

Maintain permanent coordination 
and strengthen interrelations 
and liaison with sectors and 
institutions of the area, 
especially to integrate development
efforts through creative and non-
traditional activities and 
solutions. 

SUPERVISION 
1. OF POLICIES 
2. OF PROCESSES 
3. PROMOTIONAL 

Check the operation of the depart-
ment division - as part of the 

SCHOOL DISTRICT 

NONFORMAL EDUCATION 

Promote, design, carry out, and 
supervise strategic alternatives 
of nonformal education, making
creative use of the communmty% 
educational resources and the 
technological means which bring
about greater efficiency of the 
system and nontraditional solu­
tions to the growing ne. 4sfor 
expanding the system and improv­
ing its quality within the frame­
work of the severe limitation of 
resources. 

INTERINSTITUTIONAL COORDINATION 
COMMUNITY PARTICIPATION, AND 
REGIONAL, DEPARTMENTAL, AND 
LOCAL DEVELOPMENT 

Maintain permanent coordina­
tion and strengthen inter­
relations and liaison with sectors 
and institutions of the area,
especially to integrate develop­
ment efforts through creative and 
nontraditional activities and 
solutions. 

SUPERVISION 
I. OF POLICIES 
2. OF PROCESSES 
3. PROMOTIONAL 

Check the operation of the district, 
local, and/or educational center divi­

I 



REGIONAL DEPARTMENTAL SCHOOL DISTRICT 
see whether or not it agrees with 
plans. Identify divergences, eval-
uate them through comparison with 
goals (output models) or with per-
formance standards (for processes).
Design alternatives; inform the 
decision level in a timely manner 
and orient adoption and implemen-
tation of the corrective decision 
to return the organization to its 
expected normal operation.
Motivate and promote the design 
of a desired future on which the 
efforts of institutions and com-
munities can be systematically 
concentrated (anticipatory and/or 
promotional supervision). 

At the regional level, supervision 
will pay special attention to 
actions regarding the relevant 
formulation and accomplishment 
of policies and goals and to 
motivating and making dynamic 
collective capacities dedicated 
to the pursuit of a desired future, 
as visualized in those policies and 
goals. 

N) 

regional organization -- and 
determine whether or not it agrees
with plans. Identify divergences,
evaluate them through comparison 
with goals (output models) or with 
performance standards (for proces-
ses). Design alternatives; inform 
the decision level in a timely man-
ner and orient adoption and imple-
mentation of the corrective deci-
sion to return the organization to 
its expected normal operation. 
Motivate and promote the design of 
a desired future on which the 
efforts of institutions and commu-
nities can be systematically con-
centrated (anticipatory and/or pro-
motional supervision). 

At the departmental level, super-
vision will pay special attention 
to actions relating preferably to 
efficiency in processes. 
Moreover, its actions will be 
concentrated on strengthening and 
motivating the local capacity for 
participation and on developing 
local self-financing possibilities 
in educational development, 

sion and determine whether or not it 
agrees with plans. Identify divergences,
evaluate them through comparison with 
goals (output models) or with perfor­
mance standards (for processes). 
Design alternatives; inform the deci­
sion ievel in a timely manner, and 
orient adoption and implementation 
of the corrective decision to return 
the organization to its expected
operation.
Motivate and promote the design of a 
desired future on which the efforts on 
institutions and communities can be 
systematically cornentrated (anti­
cipatory and/or promotional super­
vision). 

At the district level, super­
vision will pay special attention 
to actions relating to efficiency 
in processes and to supervision of 
anticipatory or promotional type. 
Moreover, its actions will be 
concentrated on strengthening and 
motivating the local capacity for 
participation and on developing 
local self-financing possibilities 
in educational development. 



REGIONAL DEPARTMENTAL SCHOOL DISTRICT 
From the point of view of priority administrative procedures, initial deconcentration will be implemented as follows. 

On starting up operations the 

Regional Management Office is 

author'zed to: 

I. 	 Resolve and make decisions on

the following administrative 
procedures: 
" Construction by administration 
" Purchasing: direct 
" Purchasing: through bidding 

II. 	 Supervise and check up on the 

following administrative procedures:

* 	 Registering and monitoring 

study schedules 
* 	 Construction by contract 

Ill. 	 Propose: 

" Creation of markets 

" Scholarships/participant 


training 
" Authorization for operation of 

private establishments 

* 	 Analyze their relationship with leave 

I% 

On starting up operations the 
Departmental Technical Supervision
of Education Office is authorized to: 

I. 	 Resolve and make decisions on the 
following administrative proce­
dures: 
* 	 Provisional appointments of 

teachers 
e 	 Provisional Administrative
 

appointments*
 
* 	 Transfer of teachers within 

the same department 
* 	 Administrative transfer within 

the same department
* 	 Transactions and diplomas 
* 	 Teacher erchange within the

department 
* Administrative exchange within

the department 

Ill. Propose: 
e 	 Priority appointments of teachers 
e 	Administrative appointments 

I 



REGIONAL Dr--Pt TMENTAL SCHOOL DISTRICT 
IV. Process: IV. Process IV. Process: 

* Equalizations: accreditation * Construction by contract 0 Degrees and diplomas 
Appointing teachers for 
provisional appointments 
Provisional administrative 
appointments 

V. State Opinion about: V. State Opinion about: 

" 
" 
" 
" 

Transfer of teachers 
Administrative transfer 
Teacher exchange
Administrative exchangg 

. Scholarships/participant
training 

VI. Inform about: VI. Inform about: 

ViI. 

" Equalizations: accreditation 
* Construction by administration 

Study Vil. Study: 

. 
0 

Creation of markets 
Authorization for the 
operation of private
establishments 

* Creation of markets 
* Authorization for the operation 

of private establishments 

a Scholarships/participant training 

VIII. Execute: VIII. Execute: 

* Registering and monitoring of 
study schedules 

9 Registering and monitoring of 
s.uoy schedules 
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NATIONAL LEVEL 

OFFICE OF THE ASSISTANT GENERAL MANAGER OF EDUCATION AND 
COORDINATION OF REGIONAL MANAGEMENT OFFICES 

Fwicions (processesm/operations/activities) 

0 	 Coordinate and supervise the carrying out of policies and approaches regarding
regionalization coming from the Consultive Council. 

* 	 Serve as a link between the regional management offices and the units of the 
Ministry of Education. 

* Maintain for the regional management offices an up-to-date and permanent flow of 
legal, normative, planning, scientific, teul n ological information, etc. 

* 	 Practice direct management with regard to the directors' offices of the Ministry
for greater efficiency in the processes and management actions on which the
efficient operation of the regional management offices depends. 

• 	 Serve on the Consultive Council and act as its technical secretariate. 

• 	 Coordinate the work of the Technical Rationalization Committee and present its 
conclusions and recommendations to the Consultive Council. 

Objective/Outputs 

* Appropriate and timely policies for regionalized education. 

* 	 Regional organizations informed and documented in an appropriate and timely
manner on legal and procedural, scientific and technological, sectoral planning, and 
national aspects. 

* 	 Operation of smooth technical channels among regional organizations, topmanagement, level management offices, and other relevant organizations within 
the ministerial structure. 

* Efficient attention to official records processed by regional organizations. 

* 	 Timely and appropriate action of adjustments in policy and procedures as a 
consequence of efficient supervision. 
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NATIONAL LEVEL 

REGIONALIZATION PROGRAM 

The Regional Management Offices depend directly on the Office of the General Director 
of Education. 

Through delegation by the Office of the General Director of Education, the Office of theAssistant General Director of Education and of Coordination of Regional Management
Offices will exercise the following functions: 

1. 	 Coordinate and supervise the implementation policies and approaches regardingregionalization coming from the Consultive Council. 

2. 	 Serve as a link between the Regional Management Offices and top management,administrative directors' offices, and level directors' offices within the Ministry of 
Education. 

3. 	 Practice direct management concerning level management offices, administrativemanagement offices, USIPE, and other organizations for greater efficiency inprocessing and other management actions on which the operation of the Regional
Management Offices depends. 

4. 	 Maintain for the Regional Management Offices an up-to-date and permanent flowof legal, procedural, planning, and scientific-technological information. 

Temporary Function 

During the first year of the implementation program of the Regional ManagementOffices, the Office of the Assistant General Director of Education and of Coordinationof Regional Management Offices will perform the functions of the Executive Unit of theImplementation Program, relativewith autonomy and technical, administrative, andfinancial responsibility, in accordance with the law. 

Once the first year of implementation is over, and during its second year, responsibilityfor the program will be assumed gradually by each Regional Management Office. 

At the start of the third year of implementation, the Office of the Assistant Director ofEducation and of Coordination of Regional Management Offices will begin to perform,fully and solely, the permanent functions assigned to it. 

Consulting, Coordinating, and Supporting Organizations 

Consultive Council for Regionalization 

Essential Functions: 

1. 	 Formulate national policies of regionalization. 

2. 	 Orient and evaluate the regionalization process. 
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Members include: 

o 	 Vice Minister of Education; Chairperson 
o 	 General Director of Education 
o 	 Director of USIPE 
o 	 General Director of Outside School Education 
o 	 Administrative Vice Minister 
o Assistant General Director of Education and Coordination of Regional Management

Offices 
o 	 SEGEPLAN 

Technical Committee for Regionalization 

1. 	 Identify, analyze, and design strategies to resolv ! problems common to the 
Refional Management Offices. 

2. 	 Propose to the Consultive Council the policy adjustments suggested by the degree
to which policies have been carried out. 

3. 	 Present to the Consultive Council quarterly situation reports about progress and the 
outlook for regionalization. 

4. 	 Achieve permanent improvement in the implementation process. 

Members include: 

* General, Director of Education; Chairperson
0 Regional managers
* Assistant General Director of Education and Coordination of Regional Management

Offices 
* An official from the highest level of Budgeting and Administration 
* 	 The level managers who will participate in the Technical Committee at the latter's 

invitation, or on their own initiative, either as individuals or in groups. 
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REGIONAL MANAGEMENT OFFICE LEVEL 

Functiom 

A. 	 Of the Technical-Pedagogical Unit: 

I. 	 Methodically prepare supervisory personnel from the different regional divisios,directors of educational establishments, and innovative teaching groups
regarding the following: 

a. 	 Technology in participatory research and planning for gaining knowledgeof reality, characterization of problem areas, and design and
administration of plans, programs, and/or projects, as applicable. 

b. 	 Technology for adapting and developing curricula, administering same,
and designing and producing texts and educational materials. 

c. 	 Basic technologies for effective supervision 

d. 	 Organization of educational centers and guidance of human groups. 

2. 	 Methodically conduct development of the Regional Educazion Plan (REP). 

3. 	 Evaluate national curricula from the regional perspective, design its adaptation
and development, and orient and supervise application. 

4. 	 Identify and program training needs of regional personnel; develop a permanenteffort to satisfy them, preferably by resorting to nontraditional means and 
technological innovation. 

B. 	 Of the Information and Supervision Area - Control: 

I. 	 Design and keep permanently operating an information system charaterized by: 

a. 	 A flow of legal information. 

b. 	 A flow of information about the internal operation of the region. 

c. 	 A flow of information about educational research, plans, programs, and 
projects and other sectors related to regional socioeconomic development. 

d. 	 A flow of external information about the country's socioeconomic
situation, development of science and technology; financial trends,
cultural activities, etc. useful in legitimizing and innovation regional
development efforts and making them more meaningful. 

2. 	 Systematically carry out supervisory actions in all regional divsions. 

The mechanism of regional supervison is a basic element in checking up on theoperation of the regional organizations; in identifying and correcting potentialmaladjustments; in motivating and strengthening outstanding tendencies andachievements or innovations; and 	it is also the element which makes collectiveabilities dynamic in 	 efforts towards the creative improvement of learning
experiences. 
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3. 	 Keep the regional documentatin center integrated with a national network of 
centers to insure exchanges, and keep it permanently up to date. 

4. 	 Give direct support, through district technical supervision, to managers, teachers,
and members of the community in designing and carrying out educational actions 
and experiments, both formal and nonformal. 

5. 	 The functions of the Information and Supervision Area-Control will be directly
exercised by the regional manager through departmental and district division 
supervision. 

C. 	 Of the Administration Unit: 

1. 	 Administer budgetary, accounting, and purchasing operations in accordance 
with the type of decision assigned to it. 

2. 	 Administer efficiently material resources, equipment, and facilities. Keep 
services (transportation) operating in an optimal manner. 

D. 	 Of the Regional Manager: 

1. 	 Represent the Minister of Education throughout the region. 

2. 	 Be responsible for the total and efficient operation of the educational system in 
the region. 

3. 	 Provide guidance for the formulation of policies, regional goals, plans,
programs, and projects, and keep check on their accomplishment. 

4. 	 Strengthen regional organization, perfecting systems and mechanisms forinformation, supervision, research-planning, curriculum adaptation, and 
development and training. 

5. 	 Implement, throughout the region, a policy of personal dignification involving
all members of the community. 

6. 	 Administer liaison among sectors and/or among institutions and strengthen
intra- and interinstitutional coordination to integrate the efforts of regional
development being made by members of the Regional Council of Urban and 
Rural Development. 

7. 	 Stimulate and support actions andfor organizing mobilizing, at the level of
municipal corporation, villages and hamlets, dynamic participation by the 
community, and facilitate the full use of their potential. 

8. 	 Act as a member of the Regional Technical Committee, causing it to become 
the formal means of regulating and proposing adjustment measures which must 
be carried out in the regional system. 

E. 	 Of the Regional Planning Committee (RPC): 

1. 	 Characterize the regional problem area. 

2. 	 Identify and design plans, programs, and projects. 
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3. 	 Develop alternative proposals concerning policies and goais, plans, programs, 

and projects. 

4. 	 Develop the regional educational plan. 

5. Propose planning policies for the regional jurisdiction. 

6. 	 Consider, as a priority in performing the foregoing functions, the activities andresults of research-planning carried out in subregional areas and the community
educational center.
 
The Regional 
 Planning Committee (RPC) is coordinated by the professional 
person specialized in research/planning of the Technical-Pedagogical Unit. 

Its 	members are professional persons responsible for the following: 

o curriculum adaptation and development;
* adaptation and production of educational technology, etc. 
* 	 regional supervision;
* 	 budgetary, accounting, and treasury operations;
* 	 administration of material resources, etc.;
* 	 departmental supervisors assigned to the region. 

The RPC will establish a mechanism for direct consultation with teams of
district supervisors, grouped by departments. 

NOTE: 	 In some regions, because of geographical breadth, population density, demands 
on the educational service, and other factors, Subdivisions of Regional
Managment Offices will be created, and their functions will be, within theirjurisdictions, the same as those except for those functions which the latter
specifically retains in accordance with legal requirements. 

Objectives-Outputs at the Regional Level 

* 	 Regional educational policies based on national educational policy and regional
socioeconomic development. 

* Curricula 	adapted to regional characteristics and priorities. 

Regional 	 area informed, in a timely and relevant manner, 	 legal and procedural
provisions, of external systems, and on research and planning; all as a result of the
effective operation of the regional documentation center. 

* 	 Professional personnel of 	 the Regional Management Office and supervisors and 
managers prepared thein field of participatory research/planning techniques to
understand regional reality and act for its betterment. 

• 	 Regional problem area identified and charaterized, as well as regional plans,
programs, and/or projects, structured according to regional educational plan. 

• 	 Training needs of personnel of regional organizations identified, programmed, and 
in the process of being met. 
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o 	 Communities of municipal corporation, villages, or hamlets and educational centers 
oriented, assisted with advisory services; and directly supported without any manof 
intervention in aspects of participative research and planning; curriculum
adaptation, development, and innovation and technology; personnel, etc.; in general,
inall aspects which may contribute to the qualitative improvement and coverage of 
educational-educational center scenario. 

o Greater efficiency of the system and greater quantitative coverage as a result of
technological innovation, a search for creative solutions, and the use of 
nontraditional means of education. 

o 	 Regional development efforts and, in them, educational development coordinated
and integrated for the growth of the region. More effective presence of eduLation 
in the socio-economic problems of the region. 

o 	 Self-checking of the region's operation to insure efficiency, effectiveness, and 
relevance in carrying out processes and in achieving regional goals. 

- 37 ­



Information spec-alist 


ADMINISTRATION UNT 


1 Administrative Chief1 

Accountant 


I Purchasing agent 

I Illustrator 11 


00 1 Reproduction equip-

ment operator

I Vehicle driver 
1 Janitor 

1 Guard 


{ Base
 
Salar
REGIONAL MANAGEMENT OFFICE 


Regional 
 o manager

2
Secretary/typist
 

Salast
 TEHal -PDGOIr 
 UI Slr
 

Salary Base 
 TECHNICAL-PEDAGGA Base
UNIT Salary
 

pc;itnpraaton

ofpedcattina maerialso
 
of speals
Currcatona 


1 Rrchl specialists
 
I resanin specialist
 

2 Planning technicians 11 
1 Statistician II 
I Secretary/typist

I 




TECHNICAL SUPERVISION OF
 
DEPARTMENTAL EDUCATION
 

IA) 

ADMINISTRATIVE UNIT
 

PERSONNEL ADMINISTRATION
 

- DEPARTMENTAL COUNCIL OF,
URBAN RURAL DEVELOPMENT'
 

4 I- - - - ­

. -, DEPARTMENTAL BOARD 

OF EDUCATION 



DEPARTMENTAL LEVEL
 

Functions: 

1. 	 Of the Administrative Unit: 

a. 	 Administer the processes of appointments, exchanges, transfers, leave,promotions, dismissals, etc., according to the type of decision relating to each,with respect to teaching and administrative personnel and others, 

b. 	 Keep the entire department informed about personnel administration standards. 

2. 	 Of the Technical supervisor of Departmental Education: 

a. 	 Supervise the implementation of regional policies throughout the department. 

b. 	 Supervise implementation of personnel movement and establish the rationale of
procedures to insure personnel efficiency and effectiveness. 

c. 	 Practice and strengthen institutional coordination at 	the departmental level
and 	 articulation with the district and regional levels to contribute to theintegration of 	 efforts in educational and socioeconomic development, theinvolvement of the community in the processes of educational development,giving meaning to the presence of education in regional socioeconomic processes, and finally to the materialization of local possibilities for 	 self­
financing in educational services. 

Objectives Outputs at the Departmental Level 

I. 	 Administration of processes for appointments, exchanges, transfers, leave,promotions, dismissals, etc., according to the category of decision delegated inaccordance with the regional policies and starcdards in force. 

2. 	 Entire department informed , in a timely and permanent manner, legal andnormative provisions relating to personnel administration. 
3. 	 Up-to-date information on the administrative situation of departmental personnel 

and the status of procedures. 

4. 	 Integrated efforts for educational and socioeconomic development. 

5. 	 Efficient, effective implementation of personnel administration processes through
the department. 

6. 	 Growing involvement of community and institutions in educational development 
processes. 

7. 	 More effective presence of education in regional socioeconomic processes. 

8. 	 More concrete possibilities of local self-financing in the educational level. 
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SCHOOL DISTRICT LEVEL:
 
MUNICIPAL CORPORATION:
 

VILLAGE - HAMLET
 
COMMUNITY - EDUC. CENTER
 

Functions 

I. 	 Participate in curricular adaptation and development, apply and evaluate it. 

2. 	 Grasp, generate, process, maintain, and disseminate information relating to 
research and educational projects and other sectors. 

3. 	 Grasp, generate, process, maintain, and disseminate among the relevant divisions
information accomplishment of policies, goals, and procedures to reflect status of 
operations in the area and to make it possible to make decisions for strengthening 
or correcting the situation. 

4. 	 Participate in determining the regional and sub-regional problem area, both overall 
and cducational, using participative methodologies of sub-regionalization. 

5. 	 Develop, implement, and supervise the annual plan of operations. 

6. 	 Supervise the use of buildings, equipment, and furniture at all levels; stregthen the
responsibility and cooperation of users and of the community regarding their 
conservation. 

7. 	 Provide advisory and supervisory services to educational establishments. (*) 

8. 	 Promote, design, implement, and supervise strategic nonformal education 
alternatives, creatively using resources with education potential existing in the 
community; technological means providing for greater efficiency in the system;
nontraditional ways of meeting the growing need to expand the system and improve

c.3 quality, within the framework of severe resources limitations. 

9. 	 Work towards community organization for development as a means through which 
the community becomes involved in activities resulting in knowledge of reality,
determining the problem area, and identifying projects (participative research/ 
planning). 

Organize community participation groups to address the pressing socioeducational 
problems of the environment, design and implement projects. 

The number of participating community groups, the central problem to which they
adopt are neither fixed nor sterotyped. They are decided upon by the participating 
groups the problem they are facing, and socioenvironmental characteristics, 
customs, and traditions* 

The graphic outline seeks to represent some of the many possibilities of community 
organization which can be adopted. 
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10. 	 Supervise the operation of the educational system in the school district. 

The community-educational centers as a whole are the real scenario inwhich the 
educational process comes to life. 

The technical supervisor of the school district is the technical-pedagogoical factorwhich povides advisory service to the educational centers, relying the directonsupport of the specialists of the technical-pedagogical unit of the regional
management office. 

11. 	 Share leadership to motivate and favor the organization of the community so asstimulate its participation 	 to
in the solution of its problems; develop, furthermore,possibilities for local self-financing to attend to educational needs. 

Obectives-Out uts 

1. 	 Knowledge of subregional reality, proposals for bettering it, and designed projectsdirectiy obtained by using research planning methodologies of a participatory
nature, invo'ving the community and its institutions. 

2. 	 Educational centers and communities engaged in efficiently developing and usingcommunity resources thein educational process, as well as in strengthening
presence of education in the search for solutions to the community's problems, 

the 

3. 	 Qualitative and technological improvement and expansion of coverage ofed.cational services as a consequence of direct technical-pedagogical support ofthe regional management office, of the immediate action )f the school districtsupervisor, of the permanent effort to train managers and teachers, and of growing
community organization and involvement. 

4. 	 Systematic implementation of educational activities within the framework of the
annual plan of peration. 

5. Growing attitude of confidence in the educational community regarding the searchfor and use of unfamiliar, nontraditional solutions and/or the use of nonformal 
education. 

6. 	 Buildings, equipment, and furniture well preserved, and attitudes and habits of gooduse and care strengthened of a 	climate of creative interrelation, substantively,materially, and technologically supported by the joint action of the system and the
community. 

7. 	 Teachers working in and contributing to the creation and stregthening of a climateof creative interrelation, substantively, materially, and technologically supported
by the joint action of the system and the community. 
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III. MAJOR PROJECT COMPONENTS
 

A. REGIONAL SETUP 

The regional setup is an organizational strategy; one of its specific objectivesmakes it possible to deconcentrate the actions of the national educational system,providing flexibility in decision-making at the operating levels, which results in concrete 
responses to real and present problems. 

The Ministry of Education is trying to adapt the scheme proposed by the Office ofthe Secretary of the National Ccuncil for Economic Planning (SEGENPLAN) whichestablishes six regions with special sociocultural characteristics. In two of the regions,the organization of subregions is proposed because of the extensive geographic coverage
and the comparatively large population. 

The national educational system will operate in each region with very specific
characteristics, responding to the special characteristics of each. 
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B. ORGANIZATION AND ADMINISTRATION 

The substance of the organization and administration component is presentedabove in the initial description :oncerning the "Objectives/Results Expected of theAssignment", "Areas of Responsibility of the Regional Organization", and "Design of the
Re.gional Organization." 

The purpose of the following information is to focus on supervision in a manner 
consistent with the proposed design. 

Records show only two complementary activities as having been implemented: 

1. 	 The development and use of an individual data card by position. 

2. 	 The analysis, classification, and graphic presentation of seven main
administrative procedures of personnel, degrees and dipiomas,
purchasing, and bidding. They also have 	been classified for other
significant procedures so that a definition can be given as to which
modules will or will not be the subject of deconcentration. 

1. Supervision 

In Guatemala, supervision is considered the key element which makes the entire
educational system function efficiently. The responsibilities relating to this endeavor are oversized; the decision-making power granted to it is not at all significant; itsfunctions muit be performed on the basis of scant material support; technica! andfinancial surport are iacking; and in the current operating scheme, it is unrealistic to suppose tha.: a person can reconcile responsibilities as varied and heterogeneous aF thoserequired by the situation. This necessarily complicates the focus of supervision and calls
for clarification of practica! roles. 

Several valid studies have been conducted concerning supervision in Guatemala. Itis sufficient to mention two of them which are important from the technical point ofview, though perhaps in some instances, not carried far enough: "Manual of Educational
Supervision, USIPE, Guatemala, December 1981", and "Guatemala, Program Development
and Support, Final Report," Project No. 520-000.3, Development Associates, Inc.,
Guatemala, May 1985. 

This 	document, thetrefore, is not intended to be a new diagnosis of supervision.
The Prosupere document includes an analytical status, providing details on the problemarea-of supervision. A few aspects relevant to the nature of this proposal, however, are 
specified: 

a) 	 An effort in regulating and systematizing is necessary, considering
the variety of existing supervisors in the different divisions of the 
country. 

There are supervisors corresponding to the level of the system-­
primary, intermediate, etc.; corresponding to subjects-physical
education, aesthetic education, etc.; corresponding to projects-­
bilingual education; corresponding to geographic jurisdiction-­
regional, district, metropolitan area; and corresponding to other
criteria. They seem to have come about unsystematically in response
to needs which were not clearly thought out, either qualitatively or 
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quantitatively. 

b) 	 There are various lines of authority. Departmental and district 
supervisors come under General Supervision. Special supervisors
under level management offices are not subordinate to General 
Supervision; they are located in the central ministry and have no 
national jurisdiction except that their work is limited to the 
metropolitan area. This constitutes a privileged area in the 
supervisory service. 

c) 	 What are the published roles which a supervisor must perform? What 
are the areas of responsibility for which he/she must be prepared?
What kind of responsibilities, attitudes, functions, constitute a model 
common to supervisors of all types? These are some of the basic 
questions for which answers must be provided. 

Supervision accomplishes the following functions: 

* 	 Self-movement of the operation of the system;
* 	 Produces dynamism and a means of promoting efficiency and 

innovation in the system. 

* 	 Shares leadership with respect to the development of the community's 
potentials. 

Supervision is capable of motivating, organizing, and advising on the operation of 
self-checking mechanisms within each organization and each division. From 	this point of
view, 	the function of a supervisor does not simply consist of "supervising directly" in the 
traditional sense; it also consists of motivating, welding, organizing, and putting into
operation mechanisms for institutional self-checking, thus guaranteeing the achievement 
of objectives at a lower cost and with greater efficiency. 

What does the mechanism for supervision consists of? It is a group process which 
consists of three subprocesses as enumerated below: 

a) 	 Analytical knowledge of the objectives of a division, of the 
characteristics of the objective, and operating standards for achieving 
it. 

b) 	 Careful observation of the procedures (operation) which are carried 
out to achieve the objectives. Comparison with what has been 
planned to evaluate the degree of relationship between what is being
achieved and the method originally proposed and what was to be 
achieved. Strengthening, consolidation, and incentives in those 
aspects of the operation which are efficiently adapted to the 
purposes. Evaluation of divergences, analysis of relations which 
condition them, formulation of alternatives, timely information so 
that a corrective decision can be taken. 

c) 	 Adopt, or participate in the adoption of, the corrective decision and 
carry it out or give advice concerning it. 

The professional competence of every supervisor must be to master some essential 
techniques to act in each subprocess together with the group involved; the final purpose 
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will be to transfer to said group the techniques and instruments which lead to theexercise of self-checking. Training efforts are undoubtedly oriented in the is directionand not in any other. What are the techniques and their instruments for acting in each 
subprocess?
 

The expected answer is assigned to the training profiles, and therefore to the
training designs and efforts. 

Self-checking as one of the products of supervision carries the focus of a provision"from inside and through the institution itself." If the supervisor comes from "outside"the institution, it must be for the purpose of orchestrating, supporting, providingtechnology, and advising on implementation. Carrrying out the three subprocesses mustbe done by the groups of persons who belong to the institution with the technologicaltools given by the supervisor and within the framework of the approaches relating to
their policy and performance. 

It is in this manner that the supervisor accomplishes the second essential function-­"producing dynamism and promoting efficiency and innovation in the system." Through
this action, priority is given to the use of his/her qualities. 

To give impetus to the educational process, to make it dynamic, and to increaseits efficiency in a permanent trend towards innovation, is an essential challenge forsupervision. Centralism, an excessive amount of regulations, an inhibitive institutionaland social atmosphere, neither norstimulating permissive, continue to act as thegreatest impediment to innovation and change. Within this same framework, however,efficiency must be improved by bringing creativity into play. Only the quality of personscan bring about positive responses in such conditions. 

To stimulate and generate greater productivity in the operations of the systemcommunity-educational center it must be considered that production is a function oftechnology, advanced by leadership, and limited depending on the action of humangroups. Technological equipment, leadership, work within human groups, basic conceptsof education, knowledge and understanding of reality and orchestration for attainingthem, a definite national identity, and the socioeconomic status of the supervisor,themanager, the teacher, and the community are all a complex range of elements everpresent in supervisory action. 

Supervision cannot detachedbe from the central goal of regionalization -- theself-development of local potential. The pursuit of this purpose can be education'sgreatest contribution to the community. At the community level it is up to thesupervisor, the managers, and the teachers to take a hand in leadership shared by thehuman groups and the authorities of each community. 

Thus, education does not drop to the status of a social activity centered on theexpectation that the community will be mobilized for the mere purpose of generating amaterial or economic flow directed towards it. It shows also that it is a part of thissame community, that it realizes it has a role to play in its construction, and that it isworking permanently in this role, both through the formative school experience andthrough participation in community development groups. 

What will the basic scheme for types of supervisors be like? From the foregoing,a whole consistent range of essential technological responsibilities, attitudes, and valuescommon to all supervisors can be deduced: it constitutes the Basic Training Nucleus and 
a Profile. 
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With the Basic Nucleus as a starting point, and for obvious reasons of efficiency, a range of areas becomes common to all levels, modules, or subjects of the system. Such 
areas are, for example: 

* Educational planning, administration, and organization

* 
 Curriculum design, development, and administration 
* Educational technology
* Design and production of texts and other teaching materials. 

These are the types of professionals proposed for the technical-pedagogical unit of 
the regional management office. 

A supervisor is taken from the ranks of teachers. His/her professional training is
related to a field of knowledge (language, mathematics, social sciences, natural sciences,
etc.) in which one or more subjects are grouped. 

The interrelation matrix provides for a flexible image of possible combinations to
satisfy requirements which arise according to current training of existing personnel and
existing training policy. The value of the matrix grows according to the exactness of the
listings included in it, both in training by areas and in training by lines or disciplines. 

Viewed from this perspective, the success of supervision depends on a complexinterdependence of factors. Prominent among these are personal qualities and
professional competence; the clear definition of minimum but essential roles; leadership
ability in the teaching field and in the community; resourcefulness in using all potentials
within the educational center and outside of it, and so forth. 

Among the priorities with the highest impact is that of identifying all human and
material resources and designing valid strategies for their use. 

This concept, applicable in general to any field of activity, becomes valid if an 
attempt is made to use the ability and specialties of the teachers of a school district, forexample. Some mechanism for offering incentives must be designed so that teachers
with specialties consistent with the district's needs will furnish knowledge, technolgy,
and experiences to the respective area under the guidance of the district supervisor. 

The problem of distributing supervisors' range of authority in a more rational way
is undoubtedly an important one. Technology and imagination are also vital instruments 
where supervision is concerned. 
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Supervision circuit within the level: SELF-CHECKING
 

Supervision circuit of one level with respect to another: supervision of the system [*]
 

The regional level exercises supervision over the departmental level and the school district level
 

The departmental level exercises supervision over the school district level.
 



JOB CLASSIFICATION FORM
 

1. 	Job identification and location:
1.1 
 Unit:
 
1.2 
Region:

1.3 	 Department:

1.4 
School district:

1.5 	 Official job title:
 

Base Personal rank 
 Emergency Professiona
salary or salary 	 Total
allowance allowance 
 salary 
i Q Q Q 	 Q


1.6 
Budget line item to which the job belongs:
 

Permanent 
 Contract 
 Staffing pattern

personnel __ personnel 
 personnel
 

1.7 
Title by which job will be known:
 

1.8 	Educational level required to fill the position:
 

Primary Intermediate 
 University 
 Other
 
2. 	Description and nature of the work:
 

2.1 
Who 	isthe immediate higher authority on whom the job depends?
 

2.2 	 How many subordinates does he/she have under his/her immediate
command?
 

2.3 
What 	positions do these subordinates fill?
 

3. 	Minimum requirements:
 



C. REGIONAL PLANNING 

. Definition and Purpos 

Regional planning is set within the framework of national and local planning inquest for abalance in the country's economic and social development. The areas must
function together as a part of the country's planning system, which must be
characterized by interinstitutionality, intersectorality, administrative deconcentration, 
and broad participation. 

At the national or central level, plans appear to establish the basic strategies forthe development of the country. They describe the ways in which different sectors andinstitutions assist in the effort to achieve harmonious development. Also at this level, ill a deconcentration process, resources for the regions are projected and allotted according
to the requests presented by the regions. 

At the regional level, activities intended to complement the national developmentplan and to make it operational are incorporated. The plan takes into account thespecific requests of each region, while at the same time determining ingredients common 
to all the regions. Regional planning follows a methodological scheme in which threebasic phases are proposed: diagnosis, programming, and implementation. Continuous
evaluation is necessary to provide feedback to the implementation process;
evaluation must be carried out periodically according 

said 
to the goals which are pointed out

in the implementation targets of the plan. 

2. Intersectoral and Institutional Coordination 

Intersectoral coordination is one of the basic ingredients for achieving theobjectives of educational regionalization. It is necessary to coordinate and integrate theactions of the different institutions of each sector, defining the contribution of each inthe educational activity. This coordination must start with a regional assessment of
needs. In each region the agencies must become sectorally integrated so that the work inassessing needs and selecting programs and activities will be consistent within the
respective sector, and thus facilitate institutional coordination. 

3. Administrative Deconcentration 

Inasmuch as deconcentration is a process in which, by way of delegation,
functions, spheres of duties, and decision levels are transferred within theadministration, in functional matters and territorial matter it has been proposed as the way to achieve the highest degree of speediness in the different divisions of the
educational system. 

With deconcentration, the aim is to confront the excessive concentration whichhas led to major pressure towards the center and a lack of efficiency in coverage and
qualitative matters. represents response the aboutThis a to debate governmentmechanisms characterized by marked centralism which has made it difficult to respond
effectively to the demands of the regional communities. 

With regionalization, transformations in the administrative field are being soughtto organize a system which can facilitate, rather than obstruct, education action. This 
can be achieved by administrative decentralization/deconcentration; that is, bydeconcentrating and delegating functions to regions, departments, and districts in thefields of financial administration, personnel administration, and administration of the 
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physical plant; likewise, in educational supervision, regional boards of education, and in
curriculum development and administration adapted to the sociocultural conditions of the
regions, departments, districts, and communities. 

4. The Rationalization of Resources 

Centralization in the administration of the educational system has caused majorimbalances in the different regions of the country, both in quantitative and qualitative
aspects. Similarly, operating expenses have been concentrated on the metropolitan area
of the country, so that different types of education occur within the national territory.The aim 6 to combat such imbalance by means of regionalization and deconcentration
actions, which include delegating resources towards regions, departments, and districts 
to which educational management will be assigned. 

5. Community Participation 

The participation of communities in social processes, as in the case of education,
is an eminently democratic mechanism for action which amounts to a basic instrument of 
social development. 

Basically it is felt that individuals, and therefore human groups, at the national,regional, departmental, or local (municipal corporation, village, hamlet) level are notpassive entities or motionless objects receiving or not receiving the services of the stateby means of decisions and strategies emanating from political power, --but are at alllevels, staL ting with the individual -- the promotion center of their own possibilities forimprovement, persons of capable analyzing their respective situations and needs,
formulating their expectations, assuming their social and civic responsibilities, managinginitiatives and participating in cultural, educational, social, economic, and political
processes of the community likely to improve their own living conditions. 

Community participation represents and indispensable corollary in thedeconcentration processes of the sectors which constitute public administration, since itimplies not only possibility of raising the degree of consciousness and willingness to assume social responsibilities among members of communities, but also taking advantage

of the human potential of all the other resources which are found in regional areas of the
country in carrying out said processes. All this is generated for the purpose of
substituting the inefficiency of bureaucratic centralism regarding public services to
heavily populated areas, with more efficient administrative mechanisms which will bring

these iervices nearer to satisfying the needs of the population.
 

a. Characteristics of Participative Methodology 

Education takes advantage of community participation by seeking mechanisms formotivation, in the first place, and immediately generating methodologies for research inthe socioeconomic and cultural problem area in which the members of the communities
themselves collaborate directly together with the teachers and technicians of differentsectors. Community participation is characterized this way fot taking overall
approaches to the analysis of problems, needs, and demands and for seeking intersectoral
and interinstitutional solutions. Another characteristic is that the process for research
and for participation in the search for solutions has formative value for the members of
communities -- i.e., it is in itself an educational process. 

Both the identification of needs and demands and the search for solutions areincorporated as education material in the curriculum, and the community itself 
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collaborates in this process. In this way a vital unity develops between the communityand the school; it is what is called the school-community. This results in a curriculumthat is more relevant to the interests of the population involved in the educationalprocess, which consequently achieves greater benefits from education. As a consequencethere is a rise in the efficiency of the results of the educational process. 

Presented below is the process of the participative methodology and its phases. 
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PIAJNING NKrdODOLOCY BY MEANS OF PARTICIPATORY RESKARCI
 
STEP TO BE TAKEN BEFOREHAND: The process is initiated by determining the group that shares the work: 
 The district

supervisor, the school principal, the teachers having knowledge of t:,e commnity present a general overview of thelatter, and determine the territnrial limito of the research: 
 whether in the district, the municipal corporation, or
 
the comminity. Then come these consecutive steps.
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SUGGESTED TECHNIQUE FOR APPLICATION AT THE REGIONAL LEVEL 

PREREQUISITE

Nominal Group Technique (NGT)
 

I! 	 UTILIZATION 

2.1 	 Purpose. The planning-by-programs method (PPM) provides a comprehensive
approximation for: 

a. 	 identifying and defining problems;
b. 	 specifying alternatives for resolving the problem;
C. 	 selecting programs and determining their details. 

2.2 	 Uses. The planning-by-programs method is used to: 

a. 	 coordinate better use of experts, decision-makers, and citizens 
participating in the planning process; 

b. 	 planning programs in different fields such as health, city planning, and
educational planning; 

c. 	 develop a consensus in groups#which prepare decisions, when the
people involved represent too broad a spectrum of backgrounds; 

d. 	 legitimize decisions in the public's mind to increase public acceptance
of the programs. 

2.3 	 Brief description. The planning-by-programs method is a systematic andstructured planning strategy which involves users, experts, and decision­makers in a group process. The nominal group technique is used in threestages: first, several users' problems are identified and placed in order byrank; second, this list is used to generate possible solutions. The resources
required to implement the solution are also listerL Third, the group arrives 
at the final program. 

2.4 	 Advantages. The designers of this strategy submit that: 

a. 	 it organizes the participation of the customer, the consumer, and the 
community; 

b. 	 it enhances the legitimacy of the program in the view of the users
involved; 

c. it reduces potential resistance to implementation of the program; 

d. 	 it enhances the effectiveness of the program because all parties
concerned participate in the design; 

e. 	 it facilitates the identification of appropriate problems and reduces the
likelihood of focusing on irrelevant problems; 

f. 	 it facilitates the use of outside experts in the planning process; 
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II 

SUGGESTED TECHNIQUE 
(continued) 

g. it incorporates the advantages of the nominal group technique. 

2.5 	 Limitations 

a. 	 The participation of users may 	 not be financially or logistically
feasible. 

b. 	 The role of group leader is more important than a mere application ofthe nominal group technique. This leader is often in charge of thethree different groups, and thus is able to control the success of the
exercise. 

c. 	 Participation can give rise to premature expectations, thus having anegative effect on the planning process. 
d. 	 The highly structured nature of the planning-by-programs method can 

stifle effective participation. 

RESOURCES REQUIRED 

3.1 	 Level of effort 

Members of the groups must be identified and the group sessions must bearranged and conducted. This 	can present problems regarding logistics and
planning requirements. 

3.2 	 Level of dexterity
 

Considerable dexterity is required 
 to direct the planning-by-programsmethods. The group leader must be capable of: 1) understanding theplanning process and segregating it into discrete set ies of manageablephases; 2) identifying and integrating the tendencies of reference groups ineach phase; and 3) directing groups so that they will function effectively. 

3.3 	 Time required
 

The method requires three or more sessions of half a day each. 
 There 	mustbe a period of a few days between each session. An initial period of time isneeded to organize the groups and the meeting. 

3.4 	 Special requirements
 

The strategy of the planning-by-programs method requires:
 

a. 	 a meeting hall where groups can gather round a table;b. file cards for recording ideas and preferences of members of the group;c. 	 a flipchart with large sheets of paper, markers, and tape. 
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SUGGESTED TECHNIQUE 

(continued) 

IV. 	 DESCRIPTION OF THE TECHNIQUE 

4.1 	 Definitions 

a. 	 A SOLUTION COMPONENT is the part of a program which is proposed
as a solution; for example, a mobile medical unit in a health care 
program. 

b. 	 PLACING IN ORDER BY RANK is a process of weighing some items
against others and then placing them in order according to a scale; for 
example, accore:ng to their importance or priority. 

4.2 	 Required inputs. The planning-by-programs method requires knowledge oi: 

a. 	 the area of the problem - i.e., urban, health;
b. 	 the target area -- i.e., a region, a community, or an ethnic group. 

The method also requires the participation of groups of users, experts, and 
decision-makers. 

4.3 	 Outputs 

a. 	 A list of the customer's problems stated in the order of their priority.
b. 	 Specific irforination on the problem which is going to be solved. 
c. 	 Specific information on the program designed to resolve the problem. 

4.4 	 Important formulations. The planning-by-programs method assumes that the
identification of thie problem is necessary before planning a program. The people
best qualified to identify a problem are the groups affected by potential programs 
or inappropriate programs being implemented. Meetings are held between these
people 	and planners and program personnel to identify programs and rank them. 

The 	 planning-by-programs method is also based on formulations regarding the 
processes of change in organizations and better use of experts in the process. 

V. 	 METHODOLOGY FOR USE 

.5.1 	 General procedure 

a. 	 Organize the user's group: 

a. I Identify a cross sample of users in the program area. Include
members of different ages, localities, technical skills, depending 
on the nature of the problem or the service. For example, in the
development of a service for the unemployed, the group of users
will include potential employers, unemployed persons, employed 
persons, and retired persons. 

a.2 	 Select a group (usually between 30 and 50 persons) which 
represents the population to which the user belongs. 
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SUGGESTED TECHNIQUE 
(continued) 

a.3 	 Organize a meeting of the group to discuss problems common to 

the program area. 

b. 	 Identify problems: 

b. I Divide the group into subgroups o six to nine members according
to common characteristics, -- e.g., age 

b.2 	 Indicate that the decision-makers wish to understand tne users' 
points of view. 

b.3 	 Give the group instruction concerning the nominal grouptechnique. Stress the fact that the meeting must result in a list
of problems, not solutions. 

b.4 	 Request that members list "personal" problems in the program
area, and place them in a position on the indexed record card, andplace "organizational" problems in another position on this card.
For example, a user in the improvement program for theemployment service might list: "I feel very ill at ease ininterviews" as a personal problem, and "the list of workopportunities arrives too late" as an organizational problem. 

b.5 	 Allow members to list their ideas silently for approximately 30 
minutes. 

b.6 	 Record the items generated on a flipchart, one for each subgroup. 

b.7 	 Using the procedure of voting by order of rank of the nominal group technique, select the five items with highest priority in the 
flipchart. 

b.8 Explain that some members will participate later on in the
development of the program. They 	 will select three or fourrepresentatives. 

c. 	 Generate ideas for the program: 

c.I 	 Identify outside experts in technical and organizational aspectswhose skills are related to the priority items in the list. Identify
inside experts of the main organization related to program
implementation. 

c.2 	 Arrange a group meeting to include the experts and the group ofrepresentatives. Explain the nominal group technique to them. 

c.3 	 Prepare and present the list of priority problems which the users' 
group stated, and explain each item. 
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SUGGESTED TECHNIQUE 
(continued) 

c.4 	 Instruct the group so that its members can prepare a list ofsolution components and the resources required to implement
them. The list must contain two parts: 1) those items currently
available and easy to obtain (written in a place on the indexed
record card), and 2) those items which are to be developed
(written in another place on the indexed record card). 

c.5 	 Allow the members to write silently for about 40 minutes. 

c.6 	 Compile the lists and write them out on a large flipchart sheet. 

c.7 	 Following a recess of five or 10 minutes, bring the group back 
together, and discuss each item briefly. 

c.8 	 Using the procedure of voting by order of rank, select the 
components and the resources which are considered essential. 

c.9 	 Explain the rest of the planning-by-programs method, and have
participants elect represenLatives for subsequent meetings. 

d. 	 Generate specific alternatives to the program: 

d.I 	 Identify the key administrators and controllers of resources who 
were listed by the second group. 

d.2 	 Present the ideas of the program, and instruct the group on how 
to use specific alternatives on the basis of the ideas listed. 

e. 	 Design the program: 

e.l 	 Organize a meeting of the groups of users and experts, decision­
makers and controllers of resources. 

e.2 Present the details of the program alternatives mentioned under 
e. above, and discuss them briefly. 

e.3 	 Conduct the voting of the nominal group to arrive at the final 
design. 

e.4 	 If it is not possible to reach a consensus or a meaningful 
agreement, repeat steps d. and e. a few days later. 

e.5 The final solution must be satisfactory to all persons concerned. 
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SUGGESTED TECHINQUE 
(continued) 

VI. THEORY 

The method was developed by Delbecq and Van de Yen (1971) in the School forBusiness Graduates of the University of Wisconsin. 
The technique has its roots in empirical derivations of the theories ofthe processes of organizational change which are specifically directed towards theparticipation of customers and the multidisciplinary use of experts. 

VII. BIBLIOGRAPHY 

Delbecq, Andre L. and Van de Ven, Andrew H.: 

Process Model for Problem Identification and Program Planning, 1970. 

Nominal Group Techniques for Involving Clients in Program Planning, 1970. 

Group Techniques for Program Planning, 1975.
 

A Planning Process for Development of Complex Regional Programs, 1972.
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6. Location of the Permanent Information Service or System in the Management
Office of the Region 

It is 	 necessary for educational authorities at the different levels (national,regional, departmental) to become aware of the fact that in the present situation of
education, and in projections for the future, information constitutes an element of the 
utmost importance where the following are concerned: 

* 	 educational planning, both administrative and curricular;
* making decisions;
 
0 updating and innovation;
 
* 	 feedback for processes. 

Especially important is information to feed decision-making processes and,
consequently, to build educational policies. 

Participative research 	 mustprocesses constitute a source of data forinformation. An Information and Documentation Center welid be extremely useful to
the regional management office. This Center must include information from educational 
centers, districts, and departments, basically *I'ough supervisors, managers of centers,
etc. The information centers of the regional management offices would establish
communication channels for information from 	 the central office (WJSIPE) so that therewould be a permanent flow of information from the nucleus-center to the centers of
higher levels. In this way, a network or national information system for education would
be created. These centers would be able to offer up-to-date pedagogical information to
the teachers of the regions by means of the publication of newsletters, among others. 

As a 	 methodology for receiving, accumulating, and disseminating information,that of RAE-REDUC is recommended; in Guatemala it is being implemented by CINDEG,
located at Rafael Landivar University. 

For implementing this service, 	 that anit is recommended information specialistbe obtained through technical assistance. (Costa Rica has a highly qualified professional
in CEMIE-REDUC.) 

D. CURRICULUM ADAPTATION AND DEVELOPMENT 

1. 	 Definition 

In this project, a full and all-embracing curriculum conceptualization is used,
according to which the curriculum is the whole group of factors, elements, and processeswhich constitutes the educational process. The curriculum as a whole is based on: 

* 	 The orienting framework, constituted by the aims, principles, and 
values coming from the national educational philosophy. 

* 	 The normative and regulating factors: national education laws, rules, 
decrees, provisions, etc. 

* The factors which generate the curriculum or are sources for it, such 
as society, culture, environment, pupils, and educators. 

* 	 The organizing process which plans, designs, and develops the 
curriculum within a structure of profiles, objectives, areas of 

- 66 ­



knowledge, educational level, by school grade; administers and
implements the curriculum. 

* The methods, educational technology, and teaching resources 
employed. 

* The evaluating element which aims to appraise the efficiency of theeducational processes, and to tries to maintain agreement between
curricular strategy and social demands. 
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For the purpose of achieving greater relevancy in educational actions with respectto the 	population's evident needs and expectations, and, consequently, to increase theefficiency of the educational system, a flexible curriculum is applied, channeled bycurricular adaptation and curricular development.
 

This approach consists 
 of establishing a direct relationship between theeducational processes and the immediate social context thewhich processes evolve.Curricular adaptation implies, then, a continuous process of adjusting the curriculum tothe needs, expectations, and motivations of the sociai groups to which the educational 
process is directed. 

Education, through the curriculum vehicle, must strengthen the identify of humangroups in terms of their own culture. Curricular adaptation, which applies curriculardevelopment to the circumstances of the social, regional, and local context, seeksachieve integration between to
the universal culture, the contributions and values ofnational identity, and aborigina! culture of the various regions of the country. Thecurriculum also must be consonant with the level and type of average development of thepupil with respect to biology, psychology, and culture. 

So that the approach described above can be carried out in practice, participatorymethodology is recommended as being the most appropriate, and the one which willmotivate the community to participate in research in its own problem area, theassessment of its needs, the expression of its cultural motivations, and interaction in the
curricular process. 

2. 	 Purpo
 

In this presentation 
 the aim is to apply curriculum development to the socialreality 	of the geographic-administrative units of educational development, such as in theregion, 	the department and the district, as well as the local community itself. 

A methodology is offered to focus implementation of the regional curriculum asan especially important component within the regionalization project so that the personsresponsible for development at the relevant region can, in turn, issue guidance on thetype of work which they will carry out at successive levels, until they reach the level ofthe community and the school. (For example, the technical-pedagogical support unitteam of the regional management office can have a guide for designing the regional
curriculum). 

The main purpose of curricular adaptation is to break the rigidity thetraditional curriculum which has proven 	
of 

to be irrelevant and ineffective in terms of thereal needs of the rural regions of the country where the majority of the population live,and -whereeducational service has failed to respond to needs. 

Problems of a lack of efficiency in the educational system are serious, such asthose 	pointed out in the ere document which show: 

0 Illiteracy percentages of around 50%; 

* Drop-out rates 60% the third fourthof in and grades of primary 
education; 

* Repeat 	levels of 30% in elementary education; 
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0 Populations which are largely monolingual with very specific cultural 
characteristics. 

All of these situations point to the need to establish educational strategiesappropriate to reality for which the most suitable instrument is flexible curricular 
development. 

3. Evaluate the Curriculum 

This task consists of establishing the curriculum's value as the main resource of aconcrete teaching-learning process to determine the appropriateness of keeping it,amending it, or substituting it with another. This is, in fact, a task which is alwaysperformed, but most of the time nonsystematically, without methodology, and in a
fragmentary manner. 

The importance of the curriculum is such that its evaluation must be envisaged as a deliberate, systematic, and permanent activity, starting at the very moment when thedevelopment of the curriculum is initiated. For purposes of analysis, two facets ofcurricular evaluation should be distinguished, differing from each other with respectthe type of information available at 
to 

the time of issuance of the value judgment(s), butidentical where the purpose of evaluating the curriculum is concerned. We are referringto the "formative evaluation" and "summative evaluation" of the curriculum. 

The formative evaluation is an activity which is carried out silmultaneously withall those in which the curriculum is developed, orchestrated, and applied. During theseoperations, decision-making is continuous; each decision must be based on andconsistently related to the others. Formative evaluation of the curriculm implies-, 1)analyzing the grounds for each decision, relations2) examining between decisionsadopted, and 3) determining, consequently, the need to retain or amend them, consideringthe results which are being obtained. Obviously, formative evaluation is done even whenthe final outputs of the teaching-learning process may not yet be available. 

Any evaluation requires standards. The following are some of the standards whichare recognized as valid for the evaluation of a curriculum, both in the formative stage
and the summative one. 

I. The curriculum must be useful (as the central guide of a concrete teaching­
learning process) to satisfy one or several social requirements (or contribute 
to satisfying them). 

2. The curricutar -*Ijectives must be attained in truly convincing circumstances 
-- i.e., they must be "realistic". 

3. The curricular objectives must be susceptible to being evaluated--i.e., there
must be some way of determining whether or not they are being achieved or 
have been achieved. 

4. The curriculum must be consistent with the educational policy and
philosophy contained in the applicable laws relating to this matter. 

5. The curriculum must be a guide concrete enough to cause the efforts of all
parties to contribute to the achievement of the same goals, but it must begeneral enough to make possible tthe discretionary activity of teachers andadministrators, this condition being necessary for an activity in which 
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particular circumstances are of a determinant nature. 

6. 	 The curriculum must be useful for satisfying the requirements and
expectations of teachers considered as individuals. 

7. There must be complete consistency among all the parts or components of acurriculum; this means that 	 each one of the parts, in turn, should beinternally consistent. 

8. 	 The achievement of the specific objectives of each course must be themeans by which the respective final objectives are achieved. The same must
be true with regard to relationships: 

Final objectives General purposes of the course 

General purposes of the course Particular objectives of the 
curriculum 

Particular objectives Curricular objectives
ofthe curriculum 

9. The contents selected must be relevant to the achievement of the respective
objectives. 

10. Any part of the contents selected must contribute to the integral training of 
the pupil. 

11. The learning experiences to be achieved must be meaningful for the pupili.e., he/she must be able to integrate them consistently with what he/she haspreviously learned and with his/her material and intellectual reality. 

12. 	 The leaning experiences to be achieved, proposed in the curriculum, must be
designed in keeping with the laws of learning. 

13. The curriculum must be consonant with the grade and type of averagedevelopment of pupils in terms of biological, psychological, and cultural 
factors. 

14. 	 The curriculum must be adapted to the average characteristics (age,socioeconomic status, cultural background, etc.) of the pupils who are to 
enter the respective teaching-learning process. 

15. 	 The curriculum must be developed considering truly available resources orresources which can be depended upon in the relatively near future. 

Formative evaluation of the curriculum can be judged only in relation to itsinternal consistency and efficiency. To judge the curriculum's effectiveness, summativeevaluation is needed; in the latter, besides reviewing internal consistency,
determines whether 	 one 

or not the curriculum is useful for satisfying selected needs. 

4. Contents 

The curriculum development process has been organized according to the 
following elements: 
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a. 	 Orienting framework constituted by features coming from the philosophy and
policy of education which are stated in "Philosophical Elements of 
Guatemalan Education, 1986," which contains: 

* 	 A concept of the human being.
* 	 A concept of society and its relationship with education.
* 	 Conceptualization within the perspective of permanent education -­

i.e., as a continuing process through the different phases of people's
lives, which pursues personal, social, and occupational development;
the "integration of the human being looking after all his/her functions 
and needs" to achieve improvement at all levels of life; articulates 
formal and nonformal education and, to this extent, likes participatory
methods to the social community-school (educational community) unit. 

* 	 Characteristics which the final profile of the Guatemalan pupil must 
have. 

b. 	 Standards relating to the legal basis which regulates Guatemalan education: 

* 	 The Political Constitution of the Republic of Guatemala, Article 224.
0 	 The National Education Law, legislative decree No. 73-76 of 1978, in 

its chapters IV, V and VI and its regulation (governmental agreement
No. M. of E. 13-77).

* 	 Curricula legalized in 1978, Ministry of National Education. 
* 	 Curricular guides in force for primary education produced by the

Division of Curriculum Development of the Ministry of the Education, 
1983. 

* 	 Ministerial provisions, standard curricula of the principal office of the 
level, and other instruments of this order. 

* 	 Philosophical elements of Guatemalan Education, 1986 (already cited).
o 	 The educational policy decision related to defining 60% of the contents 

for the national curriculum and 40% for the regional curriculu. (See
the Diagram of Curricular Adaptation.) 

c. 	 Curriculum development, within the approach of curriculum adaptation,
according to the development presented below. 

- 72 ­



CURRICULAR ADAPTATION
 

40% 60%
 
REGIONAL NATIONAL
 

- 73 ­



CURRICULAR ADAPTATION
 
AT THE REGIONAL LEVEL
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- 74 ­



DIAGNOSIS 

1.1 	 Final participatory research report (technical study)1.2 	 Community workshop on curricular study and analysis
1.3 Promotion and extension campaign

[.4 Regional board of education
 
1.5 	 Human, technical, and financial resources 
1.6 Results of regional education encounters 

Activities 

A.I 	 Structure the results of participatory research.
A.2 	 Descriptively analyze anthropological, cultural, socioeconomic, ecological, and 

other needs. (0.1)A.3 	 Select foremost needs in accordance with characteristics of target population.
(0.1)

A.4 	 Define needs and interests of the target population. (0.2, 0.3)A.5 Schedule periods and schooldays of the school cycle by level. (0.2, 0.3)A.6 Investigate possibilities of community participation in curriculum design. (0.3)A.7 	 Motivate people on the personal, group, intergroup, and interinstitutional level for
community participation. (0.3)

A.8 	 Describe fields/areas of community participation. (0.3) 

Objectives/Outputs 

Identified needs to be met through curriculum design: 

0.1 	 Select socioeconomic, sultural, ecological, and other needs of the region.0.2 	 Determine target population's learning needs and interests.0.3 	 Detect possibilities for community participation in curricular design. 

Restrictions 

R.I 	 Imprecise or incomplete information in the diagnosis.
R.2 	 Slowness in the processing of data of the diagnosis.
R.3 	 Community disinterest in participating.
R.4 	 Insufficient participation by civil authorities of the region.R.5 	 Unwillingness in sertain regions because of abuse by different branch offices in 

community research. 
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DIAGNOSIS 

PROGRAMMING MATRIX 

Specific Objectives Activities Resources in charge Timing Evaluation 
0.1 Select socioeconomic, 

cultural, ecological, 
and other needs of the 
region. 

0.2 Determine target popula-
tion's learning needs 
and interests. 

0.3 Detect possibilities 
for participation. 

" 

Cr% 

1.1 Study the results of 
participative 
research. 

i.2 Descriptively analyze 
anthropological, 
cultural, socioeconomic, 
ecological, and other 
needs. 

1.3 Select foremost needs in 
accordance with target 
population's character-
istics. 

2.1 Define the target 
population's needs and 
interests in learning.

2.2 Schedule school 
calendar. 

3.1 Investigate possibi-
lities for community 
participation in 
curriculum design.

3.2 Motivate people at the 
personal, group, 

intergroup, andinterinstjtutional 
tFugible

levels for community 

Technical Personnel 

1. Social researcher 
Sociologist 
Anthropologisteffect 

2. Interdisciplinary team 
for social research 
(consultants) 
Sociologist 
Anthropologist 
Head teacher 
Educator 
Communicator 

Personnel 

3. Leading members of the 
community 

Materials 

- Diagnosis document 
- 5,000 sheets of bond, 60 gramsFungiblshet ofabnd,60iram 

material 

Regional level 
manager 

Regional level 
manager 

Regional level 
manaer 

Regional level 
manager 

Regional board 

Regional level 
maraer 

3-1/2 plmos. 

3-1/2 p/mos. 

2-1/2 p/mos. 

2-1/2 p/mos. 

After 3 p/mos. 
needs for differ­
ent types for 
curricular 

will be 
elected. 

After I p/mo.
learning needs 
of the regions 
will be deter­
mined and alter­
native scheduling 
will be located. 

participation. Instruments 

-

-
-
-

Interviews with com-
munity authorities, 
Visits to homes 
Partial surveys
Promotion and exten-
sion campaign 
Q5,000.00 

Regional level 1-1/2 p/mos. 
manager 

Personnel of the 
technical-pedagogical 
unit 

After 2 p/mos., 
possibilities for 
community partici­
pation in curricular 
design will have 
been detected. 



ESTABLISHMENT OF PROFILES 

1.1 	 Purposes and philosophy of national education (concept of the human being).

Profile of the Guatemalan pupil.


1.2 	 Technical support team of the regional management office plus greater
community participation.

1.3 	 Information on educational levels and existing objectives.
1.4 	 Knowledge and technical criteria.
1.5 	 Result of the assessment of the needs of the region, the department, and the 

district.
1.6 	 Knowledge of anthropological, social, 	and psychological characteristics of pupils

according to their level. 
1.7 	 Office materials, typewriter. 

Activities 
A.I 	 Define criteria to develop the structure of pupil profiles and of those who have

completed the requirements of each educational level. (0.1)
A.2 	 Approve the structure of the profile. (0.)A.3 	 Select the types of values and attitudes which must be developed in the pupilthrough the teaching-learning process at the relevant level and which the pupil

must have on completing that level. (0.3)
A.4 Select the contents which must be constituted, the type of cognitive equipmentofthe pupil at each level and which the pupil must fully possess on completing that

level. (0.3)
A.5 	 Select the operational skills and activities which the pupils must exercise withinthe teaching-learning process at each level and which the pupil must fully possess 

on completing that level. (0.4)A.6 	 Define the functions for which training must be taken within the teaching-learningprocess at level andeach which the pupil who has completed that level mustexercise, in accordance with the framework of private, family, social, political,
occupational, cultural, and spiritual life and sports and recreation. (0.5) 

Objectives/Outputs 

0.1 	 Establishment of the profile.
0.2 	 Individual, social, civic, cultural values and attitudes for work which form theaxiological part of the pupil and finishers at each educational level.0.3 	 Types of knowledge which form the cognitive area of the pupil's profile and that 

of the finisher at each level.
0.4 	 Types of skills and operations which form the psychomotor area of the pupil's 

0.5 	
profile and that of the finisher at each educational level.Pupil's profile and that of the finisher at each educational level. 

Restrictions 

R.I 	 Establishment of the profiles.
R.2 	 Deficiencies in the selection of needs. 
R.3 	 Deficiencies in information. 
R.4 	 Deficiencies in technical training. 
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ESTABLISHMENT OF PROFILES MODEL
 

Pupil's profile J 

Type of pupil at 

om training isaimed 


-Individual values 

-Social values 

-Civic values 

-Cultural values 


rriculum adaptation 


Teaching-learning 

process 


-Objectives

fl\ 	-Teaching experiences 

-Learning experiences 
-Evaluation experiences 

Completer's profile
 

Characteristics of
 
pupils on leaving
 

-Individual development

Social development
 

-Civic responsibility
 
-Cultural expression
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STATEMENT OF CURRICULAR OBJECTIVES
 

Inputs 
 Curriculum Objective/Outputs
 

A.1 Curricular t 
1.1 Purposes of 	 objectives
 
national 	education Curricular objectives
 

defined by area, by level
 
11.2 Educational
pol icy 	 Regional curriculum
-
 T
 

Specific objectives
A.2 Particular. 

1.3 Detected needs 
 I 
 j objectives 
 outputs:
 

0.1 Define particular

1.4 Profiles definechr -_objectives 
 by region
 
~by level 


_ ___T 

__eve __ _ Curricular guides by

grade, by subject 10.2 Establish general


[I.5Community workshops 

__________I purposes of the
incurricular design 
 - A.3General p purposes gra 

_ _ __ __ _of_ the course1 
Aoftecrinl [0.3 Determine finalA.4 Terminal 
 . ,
 

I objectives I0.4 State specific 

A.5 Specific 	 objectives

objectives
 



STATEMENT OF CURRICULAR OBJECTIVES 

MODELS FOR STATING EDUCATIONAL
 
PURPOSES AND OBJECTIVES AND THEIR EVALUATION
 

C. M. Galo de Lara*
 

1. ANALYSIS OF 1.1 Analysis of 1.2 Analysis 1.3 Analysis of
 

PURPOSS FOR social ex-
 educational educational
 
LEVEL AND AREA pectations philosophy psychology
 

1.4 Statement of area and level purposes
 

2. INVENTORY OF 2.1 Analysis of contents of the level]
 
GENERAL
 
OBJECTIVES
 

i2.2 
Preliminary 2.3 Application 2.4 
statement of of relevancy Determination of 
objectives criteria areas and levels
H 

of learning
 

2.5 Statement of concrete objectives
 

3.DEERINTIN 3.1 Development of 
 3.2 Selection of
 
3. DETERMINATION specifications table evaluation procedures


OF EVALUATION
 
CRITERIA
 

.3Specifications concerning criteria of efficiency
 

* Taken from Lic. Carmen M. Galo de Lara's
"Como elaborar objetivos educacionales en forma operacional"
 
(How to Develop Educational Objectives inan Operational Way)
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FORMULATING CURRICULAR OBJECTIVES 

1.1 	 Purposes of national education 
1.2 	 Educational policy
1.3 	 Detected needs 
1.4 	 Profiles defined by level 
1.5 	 Community workshops in curricular design 

Activities 

A.I 	 Describe the basic educational needs of the region. (0.1)A.2 State the regional curricular objectives in accordance with the national purposesand policies and the basic educational needs of the region. (0.1)A.3 	 Carry ouT workshops in curriculum design with community participation.A.4 Locate particular objectives within the regional curriculum. (0.1)A.5 	 Write general proposals for the different areas of learning by subject and bygrade. (0.2) 
A.6 Formulate final objectives by grade in accordance with pupils' psycho/bio/social

characteristics. 
A.7 	 Define specific objectives by institution. (0.4) 

Objectives/Outputs 

Curricular objectives defined by area, by level, and by course. 

Specific objectives/outputs: 

0.1 	 Define particular objectives by region.
0.2 	 Establish general purposes by grade.
0.3 	 Determine final objectives.
0.4 	 State specific objectives. 

Restrictions 

R. I 	 Lack of knowledge of the technique of writing up objectives.
R.2 	 Lack of precision in educational needs. 
R.3 	 Theorizing in the development of the curriculum. 

-81 ­



DEVELOPMENT OF THE MODEL 

Analysis of Purposes for Level and Area. 

In this first stage an effort is made to establish the purposes of teaching the area
of knowledge for a given school level. It includes the following interrelated 
activities: 

1.1 Analysis of social expectations. 

This involves the gathering of information on what the society hopes
will be achieved at this school level about knowledge and skills in the 
area under consideration, as well as the concrete situation of the 
sociocultural environment. 

1.2 Analysis of education philosophy. 

This includes research concerning basic concepts about the nature of 
the human being and education Ls well as concepts which are legally
instituted for the education of the country. 

1.3 Analysis of educational psychology. 

This requires research tasks relating to knowledge about learning and 
the characteristics of the pupil at the evolutive stage which,
according to projections, this school level is to cover. 

1.4 Statement area and level purposes. 

With the elements which the foregoing activities contribute, one can
proceed to state the general purposes of teaching for the area :t the 
school level being dealt with; these purposes constitute the final 
product of this stage. 

2. Inventory of General Objectives. 

At this stage the purpose is to succeed in establishing learning objectives
consistent with the purposes already established in the foregoing stage. This stage
is made up of successive activities divided into four steps: 

2.1 Analysis of the contents of the level. 

Based on the statement of purposes, the output of stage 1, one should
proceed to analyze the thematic contents of the area of knowledge in 
order to select those themes which are m5,-t appropriate for attaining
the educational purposes. 

2.2 Preliminary statement of objectives. 

The thematic selecticn of the previous step will make it possib.- to 
develop a list of educational objectives. 
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DEVELOPMENT OF THE MODEL 
(Continued)­

2.3 Application of relevancy criteria. 

The preliminary list of objectives will be subject of a selection based 
on the relevancy criteria that will be establi3hed with respect to 
educational purposes. 

2.4 Determination of areas and levels of learning. 

Whatever objectives may have been selected on the basis of theirrelevancy must be clearly placed in an area of conduct, and a decision 
must be reached as to what taxonomic lo'el they will reach within 
this area. 

2.5 Statement of concrete objectives. 

On the basis of the foregoing classification, it is now possible todevelop a list of concrete objectivw, :onstituting the output of this 
stage. 

3. Determination of Evaluation Criteria. 

At this stage the evaluation criteria or levels of achievement for the area andlevel will be established. Tk. successive steps described below will be taken: 

3.1 Development of a table of specificatiGns. 

With the output of the foregoing stage, a list of concrete objectives, adouble entry table of specifications, will be developed; in the
intersection the number of objectives for the theme or the subtheme 
should be indicated. 

3.2 Selection of evaluation procedures. 

The analysis of the table will make it possible to select the most
appropriate evaluation procedures for the area. 

3.3 Specifications concerning criteria of efficiency. 

The final output of this stage is achieved by determining the criteria
of efficiency which are considered satisfactory for the types of
conduct achieved by the students on completing the level in the areaunder consideration. The review of tiese types of conduct will make
it possible to obtain a parameter of the degree of mastery which, it ishoped, will be attained in each component of the area and in its
entirety, in terms of whatever educational purposes may be 
established. 

The use of this model makes it possible to attain a high degree of consistencyamong purposes, objectives, and evaluation, and thereby to obtain a measure of the
efficiency of the educational process. 
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SELECTION OF CONTENTS 

1.1 	 60% of contents given at national level.
 
1.2 	 Foremost sociocultural needs derived from the diagnosis.

1.3 	 Contents of curricular guides in force.
 
1.4 	 Profiles defined by level.
 
1.5 	 Technical team formed by supervisors, technicians, and teachers.
 
1.6 	 Technology for selection of contents.
 

Activities 

A.I 	 Define criteria to analyze contents. 
A.2 	 Analyze the contents given at the national level.

A.3 	 Study the foremost sociocultural needs and defined profiles.

A.4 	 Select usable contents of the guides and/or programs in force.
 
A.5 	 Define regional contents by area and subject.

A.6 	 Distribute contents by grade.
 

Objectives/Outputs 

0.1 	 Regional contents defined by area and subject according to level
 
(preprimary, primary, and intermediate).


0.2 	 Adaptation of contenti at the national level to the characteristics of the region.
 

STRUCTURE OF CURRICULUM 
_.puts 

1.1 	 Regional contents defined by area or subject.

1.2 	 60% of contents at the national level.
 
1.3 	 Current curriculum.
 
1.4 	 Profile of new pupil-input and the pupil-completer.

1.5 	 Regional curricular objectives defined.
 
1.6 	 List of foremost sociocultural needs.
 
1.7 Technology for developing curriculum.
 
1.8' Technical committee joined by supervisors, technicians, and teachers.
 
1.9 	 One week's time to structure plan.

1.10 	 Local technical supervison of departmental education.
 

Activities 

A. I 	 Define criteria for constructing curriculum. 
A.2 	 Integrate subjects and contents of 60% national level into regional curriculum.

A.3 	 Select the most important subjects to incorporate them into curriculum, bearing


in mind defined profile, regional curricu!ar objectives, and sociocultural needs.

A.4 	 Distribute available time according to importance of subjects.
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Objectives/Outputs 

0.1 	 Alternate model for curriculum by educational level (preprimary, primary, and 
intermediate) which considers 60% national integrated with 40% regional. 

Restrictions 

R. I Alternate model for curriculum by educational level which makes achievement of 
profile possible. 

ADAPTATION OF CURRICULAR GUIDES 

I.1 	 Regional curricula by levels and grades.
1.2 	 Curricular guides in force. 
1.3 	 Curricular needs taken from the diagnosis.
1.4 	 Profiles of: 

1.4.1 Pupil-input 
1.4.2 Pupil-finisher

1.5 	 Manuals for developing curricular guides.
1.6 	 Technical commission joined by teachers and supervisors.
1.7 	 Timing: four weeks 

Activities 

A.I 	 Define the design of curriculum guide.
A.2 	 Define criteria for analyzing curricula, curricular guides, and formulated 

curriculum objectives.
A.3 	 Structure curricular guides in accordance with the defined design:

A.3.1 Formulate learning objectives
A.3.2 Select sugges.el activities and teaching resources
A.3.3 Wr-ite up evideiLe of achievement of objectives.A.4 	 Validate guide to test consistency of components (objectives, activities, andevidence of achievement of objectives) as well as to make relevant adjustments. 

Objectives/Outputs 

0.1 	 Curricular guides which are responsive to the needs of the region and conform to 
the training profile. 

Restrictions 

R.I 	 Curricular guides consistent with needs of the region and the training profile.
R.2 	 Insufficient number of copies of curricular guides. 
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APPLICATION OF CURRICULUM 

Input 

1.1 	 Regional curriculum
 
1.2 	 Curricular guides
 
1.3 	 Defined profiles
 
1.4 	 Regional curricular objectives

1.5 	 Supervisors, directors, teachers, and pupils

1.6 	 School cycle (10 months)

1.7 	 Educational establishments
 

Activities 

A.I 	 Analyze components of the regional curriculum. 
A.2 	 Program the application of the curriculum.
 

A.2.1 	 Define strategies for application of the curriculum.

A.2.2 	 Select technologies and human and material resources for application
 

of the curriculum.
 
A.2.3 	 Train personnel involved in application of the curriculum.
 

Objectives/Outputs 

0.1 	 Program for application of curriculum duly implemented with technologies,
 
resources (human and material), and evaluation procedures.


0.2 	 Strategies for applying the curriculum.
 

Restrictions 

R.I 	 Program for application of curriculum 
R.2 	 Teacher's resistance to change

R.3 	 Limitation of approach for application
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ADMINISTRATION AND SUPERVISION OF CURRICULUM 

U 	 Regional curriculum structured 
1.2 	 Curricular guides adapted to the region
1.3 	 Regional curriculum 
1.4 	 Support material 
1.5 	 Supervisors, managers, and teachers 
1.6 	 Educational centers 
1.7 	 Timing: school cycle (10 months)
1.8 	 Planning and training meetings 

Activities 

A. I 	 Determine the most approapriate time schedule for the region to develop the
curriculum, taking production activitiis and migration into account.A.2 	 Define most appropriate days and schedules, taking 	 climatic conditions and 
curricular cor -nt into account.

A.3 	 Establish citetia for checking progress in applying the curriculum.A.4 	 Guide, orient, and support programming of the curriculum and develop
programming of supervisory visits.

A.5 	 Give feedback for curriculum application process as a result of evaluation of the 
process.

A.6 	 Provide training in administration and appropriate use of resources. 

Object!ves/OhtC t 

Efficient actions in administration and supervision of the curriculum. 

0.1 	 Annual work plan by school. 
0.2 	 Programming of supervisory actions. 

Restrictions 

R. I 	 Programming administrative actions and efficient supervisory actions. 
R.2 	 Persons involved must have favorable attitude towards change. 

EVALUATION OF CURRICULUM 

Input 

1.1 	 Needs of the region assessed. 
1.2 	 Curricular objectives formulated. 
1.3 	 Qualitative and quantitative results of curriculum application.
1.4 	 Participation of regional board of education. 
1.5 	 Basic outlines of teamwork. 
1.6 	 Curricular design at regional level. 
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Activities 

A.1 	 Integrate a regional interdisciplinary evaluation team.
 
A.2 	 Test the level of consistency between curricular objectives and needs of the
 

region. (0.1):
 
A.2.1 	 Develop relevancy criteria regarding objectives

A.2.2 	 Create instruments for evaluating curricular objectives

A.2.3 	 Determine evaluation processes.


A.3 	 Systematically contrast the region's needs and expectations with the partial and
 
final results of curricular application. (0.2)

A.3.1 	 Keep in force dialogue and communication between the community


and the regional board, and other alternate means of community

participation.


A.4 	 Develop mechanisms for continuously evaluating application of curriculum design

in its different elements and providing feedback. (0.2)


A.5 	 Integrate curricular evaluation team: (0.3)
 
A.5.1 	 Establish evaluation criteria
 
A.5.2 	 Indicate evaluation instruments
 
A.5.3 	 Set up evaluation processes

A.5.4 	 Define performance levels.
 

Objectives/Outputs 

Test the level of performance and efficiency of the curricular design.
Specific curricular objectives: 
0.1 	 Evaluate curricular objectives.

0.2 	 Evaluate curricular design in its different elements.
 
0.3 	 Evaluate the evaluation system.
 

Restrictions 

R.I 	 Lack of precision in the identification and formulation of regional needs. 
R.2 	 Undefined curricular objectives.

R.3 	 Regional board's lack of interest in evaluation.
 
R.4 	 Imbalance in application of curricular design.
 
R.5 	 Little evaluation ability in the region.

R.6 	 Participant's unwillingness with regard to evaluation.
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,Secific Objectives 

0.1 	 Evaluate curricut:.-

objectives 

0.2 	 Evaluate curricular 

design in its variouselements 

0.3 	 Evaluate the evaluation 
system 

cc 

Activities 

A. 4 	 Integrate a region 

interdisciplinary 

evaluation team 

A.2 	 Test the level of 
consistency between 
curricular objectives 
and needs of the 
region. 

A.3 	 Systematically con-
irast the region's 
needs and expecta-
tions with partial 
and final results of 
curric..la applica-
tion 

A.4 	 Ilvelop mechanisms 
for continowsly 
evaluating the 
application of the 
design 

A.5 	 Integrate z curriculumevaluation team 

EVALUATION OF CURRICULUM 

PROGRAMMMNG MATRIX 

Resouces 

Technical Persons 

- Departmental Supervisor 

- Teachers 

- Parents 

- Experts 

An educator specialized in 
curriculum 
Consultant 

- Regional board of 
Education
 

- Parents' committees 

- Teacher's organization
 
- Student council 
- District supervisor 
- Departmental supervisor 

- Regional board of education 

Persn

in chargc 

Regional director 

Regional director 

Regional director 

Regional director 
Regional director 

Regional director 

Tuning 

4 p/mos. 

4 p/mos. 

6 p/mos. 

3 p/mos. 

3 p/mos. 

Evakatiom 

Following comple­

tion ofone school 

cycle, and before 
initiating the new 
one, 	have available 
one e of 
the overall evalua­
tion of the curicu­
lum design and eval­
ation system 



COMMUNICATION AND INFORMATION 

1.1 	 Information needs and expectations proposed in the diagnosis.

1.2 	 Curricular information derived from the curriculum, curricular guides.

1.3 	 Means of mass communication.
 
1.4 	 Typewriters, mimeograph machines, projectors for slides, filmstrips, and films.
 

Activities 

A.I 	 Analyze information needs and expectations proposed in the diagnosis.
A.2 	 Program permanent communication and information actions:
 

A.2.1 Select communication strategies

A.2.2 Develop and reproduce materials
 
A.2.3 
 Make use of the facilities and resources of the environment.

A.3 	 Evaluate communication and information actions to provide timely feedback.

A.4 	 EnCourage communication among different levels of participation.

A.5 	 Organize radio programs.

A.6 	 Produce newsletters, circulars, posters, etc.
 
A.7 	 Encourage interinstitutional collaboration.
 

Objectives/Outputs 

0.1 	 Programming permanent communication and information.
 
0.2 	 Long-distance information material:
 

0.2.1 Circulars
 
0.2.2 Pamphlets

0.2.3 Newsletters
 
0.2.4 Models
 

0.3 	 Establish mechanisms for facilitating communication among participants.
 

Restrictions 

R.I 	 Programming permanent communication and information actions. 
R.2 	 Mechanisms and strategies for communication between persons and between
 

groups.
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TRAINING 

I. IDENTIFY TRAINING NEEDS 

1.1. Analy7,e and interpret training needs and/or requirements.

1.2 Arrange needs hierarchically.
 
1.3 Group needs by areas and levels.
 
1.4 Detect human an institutional potential for becoming involved in training.
 

2. DEVELOP PERSONNEL PROFILES BY TRAINING AND BY TRAINER 

2.1 Management personnel
 
2.2 Administrative personnel

2.3 Technical personnel
 
2.4 Technical-teaching personnel

2.5 Teaching personnel
 
2.6 Service personnel

2.7 Personnel from official or private institutions
 
2.8 Individual personnel
 

3. STRUCTURE TRAINING PLANS 

3.1 Establish population objective.

3.2 State specific objectives.
 
3.3 Select contents.
 
3.4 Select learning activities.
 
3.5 
 Define instances of evidence of achievements. 
3.6 Establish evaluation strategies.

3.7 Organize a systematic follow-up prcgram.
 

4. SELECT TRAINING PERSONNEL 

4.1 Develop an inventory of existing human resources.
 
4.2 Develop an inventory of training institutions.
 
4.3 Define criteria for selecting training personnel.

4.4 Select training personnel.

4.5 Present needs and requirements to selected personnel and institutions.

4.6 Establish agreements and/or contracts with institutions and/or persons.
 

5. EVALUATE THE TRAINING SYSTEM 

5.1 Specific times and ;,tages:
 
5.1.1 Diagnosis

5.1.2 of the process
 
5.1.3 of the output


5.2 Evaluation areas:
 
5.2.1 training system

5.2.2 specific training plans

5.2.3 training personnel and personnel in training

5.2.4 credits for personnel in training and training personnel.
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E. TRAINING 

The training of the personnel who will be responsible for carrying out the project
in regionalizing and improving educational supervision is of the utmost importance in
achieving conscientious, active, and effective participation towards the objectives being
pursued. 

For the reasons pointed out above, it is imperative that action be taken to rectify
training actions conducted heretofore in which drawbacks have resulted from lack of 
appropriate planning and timing. 

For the purpose of supporting actual implementation of the project, it is necessary
to set up a training system capable of responding effectively to needs through methods
which bring into play all the elements that are a part of its structure. 

A training system which is responsive to the requirement mentioned must have 
very special characteristics and a unique importance, being a part of the very concept of
the person as the center and active subject of the process of educational
regionalization. Moreover, it is integrating and functional, using an innovative 
technology which makes possible :n actual process in the training, updating, and
refresher training of personnel who will carry our actions in research, planning,
organization, implementation, and evaluation. 

Therefore, in this context, training is what is understood with respect to the whole 
range of formative and updating actions for generating interaction processes which
motivate and prepare personnel to keep up a permanent effort towards conceptual,
methodological, and operative changes in the different functions and activities which 
require its specialty within the project. 

Since staff menbers have varied functions within the structure, it is conceivable
that the groups representing the objective of the training system can be several. Thus,
the areas of content and methodological forms and time periods must be established 
according to the peculiar characteristics of the same, and in a sequential, periodic, and 
permanent manner, using appropriate materials which motivate self-learning and the
systematization of a renovating process which affects the qualitative improvement of
the teaching-learning process, and likewise makes administrative, control, and evaluation 
support more dynamic. 
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IDENTIFICATION OF TRAINING NEEDS
 

[.1 	 Training needs derived from the diagnosis
1.2 	 Regional research documents 
1.3 	 Manual on personnel functions 
1.4 	 Organization chart 
1.5 	 Regional board of education and technical team for training
1.6 Locale for supervision and schools
 

Activities
 

A. I 	 Define criteria for analyzing training needs.
A.2 	 Analyze training needs derived from the diagnosis, from documents and studies 

done in the region.
A.3 	 Study personnel functions at different levels. 
A.4 	 Arrange training needs hierarchically.
A.5 Enlist personnel and institutional resources that can assist with training. 

Objectives/Outputs 

0.1 	 Hierarchical arrangement of training needs. 
0.2 	 Listing of personnel and institutional resources. 

Restrictions 

R. 	 HHierarchical arranging of training needs. 
R.2 	 Availability of personnel resources for training. 
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1. Identify Training Needs 

The training needs to which the training system will have to be responsive areestablished taking two sources into account: one, the requirements of the project itself 
as constituted by its philosophy, policies, legal basis, organization, and operative forms -­
the nucleus of basic needs. The other is constituted by the result of the diagnosis
obtained by means of participatory research carried out in the initial stage and as a 
permanent process within the regionalization project which, through critical analysis,
makes it possible to detect the needs and arrange them hierarchically to give them the
relevant treatment within the training actions. Also taken into account are the training
experiences which have been carried out in the region; documents and studies are
analyzed, making it possible to establish the other field which is identified as the nucleus 
of specific needs. 

The process of identifying training needs is effective for the long-term, helping to
make the system dynamic and responsive to concrete situations. 
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DEVELOP PROFILES OF PERSONNEL TO BE TRAINED
 

1.1 Manual of functions 
1.2 Personnel listing and organization chart 
1.3 Technical team made up of specialists and training personnel
1.4 Regional management locale 

Activities 

A.I Determine criteria for developing profiles.
A.2 Study functions according to levels within regional organization.
A.3 Define and develop profiles for personnel to be trained. 
A.4 Discuss and approve the profiles developed. 

Objective/Output 

0.1 Profile of personnel trained according to organizational levels and functions. 

Restriction 

R.I 
 Lack of objective clarity in the hierarchical arrangement of training needs. 

2. Develop Profiles of Personnel to be " -4ained 

Starting with the functions which are relevant to personnel at different levels,profiles which are indispensable for appropriately fulfilling these functions within theproject are developed. The training system must include exact knowledge of the statusof the objective groups at the time of entry in order to project their actions withcomplementay elements which make it possible to have characterized personnel
available. 

These profiles identify staff members in an integral way and according to the jobs
which they perform within the project. 

PROFILES OF KEY OFFICIALS 

1. Regional Manager 

1.1 Personal characteristics: must have the ability to: 

a. be a leader for social projection and promotion of groups;
b. make decisions and assume the responsibilities which they imply;
c. organize persons and advise them in their respective areas;
d. solve problems and be open to receiving information; 
e. be innovative and open towards change;
f. promote coordination and interinstitutional cooperation; 
g. do researcch systematically regarding national reality. 

- 95 ­



1.2 	 Cognitive responsibilities: 

a. 	 Full knowledge of the national educational system.
b. 	 Knowledge of the philosophical and legal basis of Guatemalan 

educaticn. 
c. 	 Up-to-date knowledge of the organization and administration of 

education. 
d. 	 Knowledge of the curriculum and of the evaluation of learning 

experiences. 
e. 	 Knowledge, understanding, and interpretation of cultural, regional, and 

national reality. 
f. 	 Knowledge of personnel administration. 
g. 	 Knowledge of institutional management matters. 

1.3 	 Technical ability: Appropriate application of: 

a. 	 administrative technology; 
b. 	 managerial techniques; 
c. 	 means of foreseeing and avoiding the occurrence of errors in the 

organization and processes of the system;
d. 	 the management of planning, programming, and implementation of 

educational actions throughout the region; 
e. 	 the use of information in making decisions and solving problems;
f. 	 supervisory techniques in the development of educational plans and 

programs in the region; 
g. 	 institutional feedback techniques and feedback for the processes. 

Super-visor 

2.1 	 Personal characteristics: Must have the ability to: 

a. 	 handle human relations and tean work; 
b. 	 provide leadership and project and promote community endeavors; 
c. 	 advise alL parties involved in the development of educational processes;
d. 	 be innovative and open to change; 
e. 	 promote interinstitutional coordination and cooperation. 

2.2 	 Cognitive responsibilities: 

a. 	 Full knowledge of the national education system.
b. 	 Knowledge of the philosophical and legal basis of Guatemalan 

education. 
c. 	 Up-to-date knowledge of the organization and adrinistration of 

institutional education and evaluation. 
I. 	 Knowledge of the curriculum and the evaluation of learning

experiences. 
e. 	 Knowledge, understanding, arid interpretation of cultural, regional, and 

national reality.
f. 	 Knowledge of personnel administration and evaluation. 
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2.3 	 Technical ability: Appropriate application relative to: 

a. observing eGjcational programs and detecting whether or not their
functioning is relevant to the objectives being pursued and the required 
patterns of functioning;

b. 	 analyzing alternative solutions; 
c. foreseeing and avoiding the occurrence of errors in the processes of the 

system;
d. 	 doing reseach on the sociocultural reality of the community; 
e. 	 planning, programming, and implementing required actions;
f. 	 promoting innovative processes in education and advising on them. 

3. Specialist 

3.1 	 Personal characteristics: Must have the ability to: 

a. 	 handle human relations and group work;
b. 	 provide leadership, and project and promote group action; 
c. 	 be innovative and open to change;
d. 	 adapt one's self to target groups (goal population); 
e. 	 share experiences, becoming a part of work teams;
f. 	 orient and promote actions involved in the teaching-learning process. 

3.2 	 Cognitive responsibilities 

a. Knowledge and skill in the basic aspects of his/her specialty.
b. 	 Knowledge of curriculum and of the evaluation of learning experiences.c. 	 Knowledge, understanding, and interpretation of cultural, regional, and 

national reality. 

3.3 	 Technical ability: Application of appropriate technologies to: 

a. 	 promote innovative processes in education arid advise on them;
b. 	 communicate and share knowledge and experiences; 
c. 	 plan, program, and implement required actions;
d. 	 conduct research on cultural, regional, and national reality;
e. 	 establish responses aimed at the problem area detected. 

4. Educational Cener Director 

4.1 	 Personal characteristics: Must have the ability to: 

a. 	 handle human relations and teamwork; 
b. 	 provide leadership and make decisions; 
c. 	 orient, encourage, and 	 direct all actions involved in the teaching­

learning process;
d. 	 be open to innovation and change; 
e. 	 promote interinstitutional coordination and cooperation. 
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4.2 Cognitive responsibilities: 

a. 
b. 

Broad knowledge of the educational system,
Knowledge of the philosophical and legal basis of Guatemalan 
education. 

c. Up-to-date knowledge of the organization and administration of 
institutional education and evaluation. 

d. 	 Knowledge of curriculum and evaluation of learning experiences. 
e. 	 Knowledge, understanding, and interpretation of the cultural, regional, 

and national reality. 
f. 	 Knowledge of personnel administration. 

4.3 	 Technical ability: 

a. 	 Manage administrative technology. 
b. 	 Orient the application of teaching technology. 
c. 	 Appropriately apply personnel administration. 
d. 	 Appropriately apply institutional evaluation techniques (including the 

one pertaining to teaching personnel). 
e. 	 Observe educational processes and detect whether or not their 

functioning is relevant to the objectives being pursued and the required
functioning patterns. 

f. 	 Analyze alternate solutions. 
g. 	 Keep the decision level informed in order to take actions of either a 

corrective or a strengthening nature. 
h. 	 Foresee and avoid the occurrence of errors in the processes of the 

system. 
i. 	 Conduct research on the sociocultural reality of the community.
j. 	 Plan, program, and implement required actions. 
k. 	 Promote innovative processes in education, and advise on them. 
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PROGRAMMING TRAINING ACTIONS 

1I. 	 Hierarchical arranging of training needs. 
1.2 	 Reports on training actions carried out.

1.3 	 Training personnel, technical team, supervisors, and managers.

1.4 	 Regional management locale.
 

Activities 

A.I 	 Formulate training objectives. 
A.2 	 Define training strategies.

A.3 	 Specify contents to be developed.

A.4 	 Select activities and resources.
 
A.5 	 Choose methodology keyed to thematic area.
 
A.6 	 Structure the training program.

A.7 	 Develop support material for training.

A.8 	 Program fol!ow-up actions.

A.9 	 Set up the evaluation system for training that will work at the initial stage, during


the process, and in the final stage.
A.10 	 Establish ana keep evaluation record.
 

Objectives/Outputs 

0.1 	 Training program which takes the common 

jobs and levels,
 

0.2 	 Support material for training.

0.3 	 Follow-up program.
 
0.4 	 Evaluation system.
 

Restrictions 

R. I 	 Training program 
R.2 	 Evaluation system
 

nucleus into account and is geared to 
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3. Programming Training Actions 

In the framework of educational regionalization the maintenance of participatory
methodology is insisted upon at all levels of implementation. Within the project the 
training plans are based on: 

a. 	 Basic principles: 

* 	 Adhere basically to the needs and interests of groups which form 
the regional organization.

* 	 Promote training in a participatory way for the purpose of 
making it functional. 

• 	 Benefit from the human element and facilities of the region. 
* 	 Stimulate creativity and self-training. 

b. 	 Training levels: 

To guarantee normal development of the project, it is necessary to conceive 
a training action oriented toward updating, refresher training, and even the training of 
staff members in their different areas and levels. 

Within the project the following groups and levels can be established: 

* 	 Groups 

-- Managerial.
 
-- Research/planning technicians.
 
-- Technicians specialized in curriculum development,


educational technology, development and production of
 
educational materials.
 
Personnel administration; budgetary, accounting, treasury,
 
purchasing, and service operations. 

-- Technicians responsible for supervising specific programs. 
-- Technicians responsible for orienting specific programs. 
-- Directors and teachers of educational centers. 
-- Local authorities, school organizations, and the population 

in general. 

* 	 Levels 

-- Regional
 
-- Departmental
 
-- District
 
-- Local
 

c. 	 Formulation of objectives 

These objectives are oriented towards the ability required of staff members 
for performing their duties ably, responsibly, and efficiently. These objectives must be 
focused on the moral and occupational improvement of the population involved, and must 
be placed within the framework of regional development policies. 
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d. 	 Definition of thematic area to be developed in training 

To define the thematic area to be developed in training, the following basic 
aspects must be considered: 

* Needs detected in the diagnosis.

0 Interests and expectations of the groups.

* 	 Problems observed in the region.
* 	 Sociocultural characteristics of the region.
* 	 Requirements of the project. 

Because of its importance, training needs to be carried out in an orderly 
manner in duly linked phases. 

To implement planning, the support point must be the diagnosis and a set of
questions to orient it functionally: 

* What 	is to be the field of training? (contents)
* 	 In what order are the contents to occur? (sequential 

organization)
* How 	much of the contents is to be developed in terms of timing? 

(dosage)

S In what way will training by developed? (systematizing) 

Once it is structured, the plan must be developed while stimulating self­
management and self-training in a dynamic process. 

e. 	 Methods 

The complexity represented by the need for duly trained staff so thatregionalization can be carried out under optimal conditions makes it necessary to select
effective strategies for development; hence the need to resort to available methods, both 
systematic and incidental. 

These methods can be developed on-site, from a distance (off-site), orthrough a combination of both. In addition, training must be characterized by being
permanent, sequential, and progressive. 

Incidental training must be timely and beneficial to satisfy the expectations
of the persons involved. 

9 	 On-site, or direct, training method 

This is identified by direct delivery betwerm the person being 
trained and the facilitator or trainer. 

* 	 Long distance, or indirect, training method 

This 	method has the advantage of reaching target groups in a
quick and timely way. Its drawback is that it is difficult to 
evaluate, since to be able to measure the impact on personnel
requires effective checking mechanisms and personnel trained to 
do so. 
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At the initial stage, use must be made of existing resources such 
as newspapers, newsletters, and magazines at the school or the 
teaching level in which themes about indispensable aspects of 
personnel training are developed. This method can require
support material in the form of printed matter and a disciplined
attitude in the persons undergoing training so as not to break up
the process. 

For this method, it is advisable to establish a function of 
guardianship to check the impact of the means used, and do so
with basic personnel who, in accordance with geographic and 
physical conditions, will establish training groups to reflect and 
share experiences on the themes developed; in this way, self­
management and self-learning occur. 

* Mixed 

A combination of the two foregoing methods can be very
advantageous -- group meetings do not have to take place as 
frequently; the person undergoing training has at his/her disposal
programmed materials and other means of support enabling
him/her to follow the training process at his/her own place of 
work. 

Follow-up regarding training 

Whatever method is used, there must be ongoing follow-up to 
guarantee the following: that staff members will acquire a 
collection of knowledge, abilities, and attitudes indispensable
for their active participation in the project, and that what is
learned will be put into practice to achieve the qualitative
betterment of technical, teaching, and administrative actions. 
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SELECTING TRAINING PERSONNEL 

1.1 Regional training plan
1.2 List of training needs 
1.3 Profile of trained personnel
1.4 Regional manager and regional board of education 

Activities 

A.l Make known the selection prerequisites.
A.2 Define selection criteria for training personnel.
A.3 Consult list of personnel resources detected in the diagnosis.
A.4 Analyze references given on personnel resources. 
A.5 Select the training team. 

Objectives/Outputs 

0.1 Team selected to train. 
0.2 Agreements or contracts with the team. 

Restriction 

R.I Deficiencies in the integration of the training team. 
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4. Select Training Personnel 

The success of the regionalization project will depend to a great extent on: 

* the selection of additional staff members and their training.

* 
 the training carried out with already existing personnel. 

So that the training will be effective, it is imperative that the training personnel
be selected according to the needs which the diagnosis points out in this regard, and the
criteria established for selecting training personnel. 

The selection of training personnel must begin with the diagnosis which makes it
possible to locate the human resource element of the region; use must likewise be made
of trained personnel and personnel with institutional experience in the Ministry of
Education and other ministries, depending on the specialty in question. 

The following could be used as selection criteria: 

• Ability in the specialty, both in theory and in practice.

0 Knowledge of the sociocultural characteristics of the region.

* Skill in managing groups. 
* Accreditation of studies and experience. 

It is important that the training personnel, once selected, become integrated as a 
team and identify with the principles and features of the project so that their action will
be effective. Integration as a team is very necessary to integrate and coordinate the 
training. 
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EVALUATING THE TRAINING SYSTEM 

1.1 Training program 
1.2 Reports on training carried out 
1.3 Support material used in training
1.4 Team of trainers 

Activities 

A. I Define evaluation criteria to determine: 

A.1.1 	 To what extent the objectives of the program are consistent 
with the needs detected in the diagnosis.

A.1.2 	 To what extent the objectives are being achieved to provide
feedback to the training process.

A.I.3 	 To what extent the objectives have been achieved. 

A.2 Develop instruments and/or records. 
A.3 Carry out evaluation. 
A.4 Analyze outputs and formulate conclusions and recommendations. 

Objectives/Outputs 

0.1 Report on outputs of the training program. 
0.2 Evaluation 	results (to make contrasts and deduce the effectiveness of the training. 

Restrictions 

R.I Report on outputs of the training program. 
R.2 Lack of objectivity in evaluation processes. 
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5. Evaluating the Training System 

Considering that evaluation constitutes a process inherent in training, the latter
must begin by testing the extent to which the objectives of the training plan are
formulated consistently with the needs and the different levels in which the groups
representing personnel to be trained are located (diagnostic evaluation). 

During training it is necessary to test the extent to which proposed objectives are
being achieved so that feedback can be provided for training actions whenever necessary
or to proceed with development on sounder bases (evaluation of process). 

On completing training it is appropriate to analyze the outputs, and this is done as
staff members perform their duties according to their levels of responsibility (evaluation
of output). 

Evaluation relating to the methods described will be effected by using the means
and instruments most appropriate for each. It is felt that it will be necessary to conduct
evaluations in different divisions to gain a more complete view of the overall situation. 
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DIAGRAM FOR PROGRAMMING TRAINING ACTIONS
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SUGGESTIONS FOR TRAINING
 

The following suggestions complement the basic aspects of training, and are
applicable to any of the regions organized for the program. 

I. 	 The development of training will be conditioned, on one hand, to the relevant
programming, and on the other, to the results being obtained. It must consider
priorities which may be proposed, depending on the 	group and the subject matter 
to be developed. Whenever needs so indicate, different groups can be trained 
simultaneously. 

2. 	 The duration of training actions covered by the on-site method should be neither 
very long nor frequent so that staff members are not kept away from their usual 
work. 

3. 	 The materials used for training by long distance must be clear and precise. This
method must combine personal discipline with effective checking mechanisms. It 
can be developed by means of sequential and progressive modules. 

4. 	 Systematized training should be carried out at the beginning and at the end of the
school cycle. Toward the middle of the cycle it is effective when carried out for
feedback purposes. In this case, an effort should be made to keep it short so as 
not to interfere with teaching work. 

5. 	 There must be systematic follow-up for training to strengthen it and to insist on 
the application to work situations. 

6. 	 A good training strategy is to benefit from the performance of the job itself in
order to develop it; that will give it a permanent and functional character.
Furthermore, it will make it possible to apply the incidental method. 

7. 	 Using each region's resources in facilities and personnel will facilitate its 
development, and will stimulate the participants' experience. 

8. 	 Training and its effects must reach 	all the groups of personnel involved in the
development of the region. Therefore, it must not bypass administrative 
personnel, teaching personnel, or pupils in normal schools. 

9. 	 The training system must benefit from the administrative structure, and in its
actions must involve the different strata with all their potential in an effective 
multiplying training action. 

10. 	 Training must, at all times, promote, stimulate, and motivate creativity in the 
participants. 
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RECORD MODEL
 

I. 	 KNOWLEDGE OF REALITY 

II. 	 REGIONALIZATION: 

1. Conceptualization 
2. Regional education diagram 

2.1 Principles 
2.2 Legal basis 
2.3 Strategy
2.4 Functions and procedures 

III. 	 PARTICIPATIVE RESEARCH: 

1. Objectives
2. Participants (levels) 
3. Research technology
4. Preparedness for research 
5. Inputs
6. Means and instruments 
7. Application timetable 
8. Application 
9. Data collection 
10. Data analysis and processing
11. Outputs [Diagnosis] 

IV. 	 IDENTIFICATION AND/OR FORMULATION OF PLANS, PROGRAMS, AND 
PROJECTS: 

1. Planning 
2. Identification 
3. Population 
4. Resources 
5. Limitations 

The program is designed for each level and area; 	 subject matter, contents, andeducational technology are responsive to the reality of the region and the target groups. 

TRAINING ACTIONS 
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PROOMY AREAS AND ASPECTS OF TRAW FOR PERSOMEL BY LEVEL AD AREA 

comm M)~Ew M~mau~in..U~I~L MANAERS~L "VICESIV~JIUiC1*CAL SEWPORT 

I- F-U O mcdow sk J -sifwish u1WmwiaaWamabjct 

C. XX xubln x x x on-al" Aihri 

aum bw~ 
d km mi 

*Steo ow~~~~~~~~~rebehg ft eroam 

unCWm MKlEUS 
bktc*wm 

1. psfd-"fuc 
06-ih. PrtiCakl athomckfsx x x x 

dx x x x 0*Ml~f NM- briba b*Nm~la
*~x x x x"fmnb %"wpf

x x x x Oi-uh Prwacc bolegnotim ofe hmd 

LIx x x OAmtkm 000 bz~m 

2L3 EAbwal u smab x x x IUIZ3 XdhoM- XwLQzd Xfo dlo 

II 



rPiMrrf AREAS AND3AS5KCTS OF TRAIING FOR PERSOMPIEL BY LEVEL AND AREA 

5.~~~ TS-KUWHMALS LFORT A IAGE TEACHER SER VICE MFTH0135 ~ ~t ~ n J OAC vJ E agA W~ 

3 . 3 r w m" a 
Xm Xgw~

x A 
x IX x 

x xjmt 
d N 

moleujals Uaf Ni 
ca h m 

d 
k ps t 

*.x Uexuuq 
iUrnil withe 

mq wrkft 
0. &tic siammh 

0.34 Um cm~of 
imms &War prrm 

x 
X 

X 

x 
X 
XwkA 
XR 

x 
x 
X 
Xm 

x 
x 
Xaow 

SMIJd 
fiemee d wichs 
Ef~lrha 00e762murgto 

Skl in~ umtaf 

h 

4.2 Dnv an mo 
,.opaetimvo ngl 

"mama x xice x x I ofneee" 

5.2Epael w. 
5.3 Ewvhnibm imsgrmWolo-st 

bm.atedsu~ 

5.1~~ x 

x 

x 

x 

x 

x 

x 

xofpate 

Or-st 
w i 

-pakmccuadxatp 
A pr ia appicashm .-i 
ose,ia.is cw" tcu 

wd 

1.pi adei ft Icu vaoxxx41tw ftl~ s ire 
~~ wlof ebolluumall"u 

aR.4ip cI Im bmftefmeawsoI 
Abl-wu 



rnmff WA AIGD MAscns a TnAamoc r.o wuamNEj sy Uwsj Am Aim 

4. 

1.3 

AREACEMQCHO 

Ancoa~se hmsw4.Ahbstkw phe~in 

__ bo ,~ ginv~m 

Sok~ 

x 

x 

00 eaumb""m 

x 

Xd~iek 

X 

xxmie 

X X 

METHODS 

UhItd with 

Mind 

W~m cww fb-wti cda 

uid 

car__ 

.3xxx x 

a-d 



7. Training of School Principals and Teachers 

The training of teachers and principals of official school centers is an 
indispensable requisite in educational reform or regionalization of education. 

The 	 training of principals necessarily calls for the vitalization of the schoolcenters depending on the various supervisory districts. To the extent that theseprincipals/teachers are prepared to develop educational management open to thedimensions of the educational philosophy motivating the program, the regionaleducational system will De furnished with new responses to the old griefs from which
national education has been suffering for years. 

There is now a need for a permanent training program for managers or principals
of official educational centers to make them capable of: 

a 	 Recognizing the actual values of individual persons and discovering
themselves as persons;

* 	 Respecting the regional and national culture and joining it as active 
members of their respective communities;

* 	 Developing their knowledge, abilities, and skills, putting them to the
service of the school communities;

* 	 Using their administrative and teaching capacities, personalizing
them in terms of their managerial functions;

* 	 Giving new, creative, effective responses to the needs of their 
respective school communities. 

The principal of a school center, whatever his/her level 	 may be, is the personimmediately responsible for the educational management the school; his/her action willnecessarily be reflected in the effectiveness of education. From it, the teachers andpupils in the school center can benefit, as can the community in the long run. 

The training model being prese t.d contains the following basic characteristics: 

* 	 It is designed so that it can be continously adapted and corrected as 
necessary in light of experience.

* It is designed to attain a specific and verifiable medium-term result.
* It is designed in such a way that it will always be possible to foresee 

the output with relative clarity. 

A purpose of this project is to design a training model which can be used in theformation, training, and professionalization of managers principals of official schoolor 
centers of the preprimary, primary, urban, and rural levels, and of the intermediate,
official, and cooperative levels, in the basic cycle. 
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The 	 final output of this proposed model is an effective principal possessing
particular abilities and skills*. More precisely, the effective principal will be an 
administrator capable of: 

0 Bringing about appropriate changes in the teaching personnel and the 
students; 

* 	 Directly influencing the improvement of his/her school community;
* 	 Growing with the daily experience as a person, as an educator, and as a 

citizen. 

a. 	 Specific Objectives Suggested for the Formal Training of Principals 

I. 	 Train 7,539 managers or principals of official school centers in the different 
regions according to the different levels and educational sectors. 

2. 	 In the spirit of regionalization, prepare the managerial staff members so 
that they will be capable of efficiently administering the school centers for
which they are responsible, using the methods appropriate to each region, in 
keeping with the philosophy of educational reform. 

3. 	 Actually orchestrate the different educational regions of the country by
forming, training, and professionalizing their mangerial personnel. 

b. Criteria for Formulating Plans for Training Managers 

In formulating training plans it is necessary to consider certain essential criteria. 
Some of these are indicated below. 

1. 	 Start with the needs stated in the diagnosis, an output of participatory
research, and review them in terms of the Manager's Profile proposed in this 
document. (See Manager's Profile.) 

2. 	 Clearly define the objectives of the program in terms of the skills and 
abilities needed in a manager so that they will be easy to evaluate. 

3. 	 Be adaptable to the individual needs of a manager in terms of his/her level 
of use, his/her learning capacity, and personal preferences in relation to 
his/her duties as manager and his/her personal experience. 

4. 	 Produce not stereotyped managers, but rather managers capable of
integrating the multiple components as a part of professional skill; hence, 
develop personal style. 

* See Manager's Profile. 
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THE OFFICIAL SECTOR 

3%
 

5%
 

?G%~ 

a. 429 Preprimary principals
b. 5773 Rural primary principals 
c. 860 Urban primary principal
d. 242 Intermediate level principals
e. 235 Cooperative school principals 

Total: 7539 Official Sector Managers (Principals) 
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THE OFFICIAL SECTOR
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PROGRAM VARIABLES 

(PROFILE) 
Characteristics 

of the 
Manager/Principal 

(STRATEGY)EXPECTED OUTPUTS TRAINING PROGRAM 
(CONTENTS) 

ENVIRONMENTAL 
CHARACTERISTICS 
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c. 	 Criteria for Selecting Contents of Training for Managerial or Teaching
A&sonr I 

A permanent training program, whether directed toward managers or teachers, 
must be designed to oo the following: 

1. 	 Prepare prospective administrators (managers, principals, or directors)
whose function will be to facilitate the teacher's effective action and 
consequently, the outputs expected of the pupil. 

2. 	 Facilitate in the manager the materialization of teaching and nonteaching 
tasks, as well as his/her administrative duties. 

3. 	 Develop general abilities which can heighten and facilitate the application of 
professional skills. 

4. 	 Provide for the personalization of all desirable abilities in accordance with 
the established profile. 
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MANAGER'S ADMINISTRATIVE TASKS
 

PROFILE OF 
 ABILITY TO WORK WITH
_______._______- A T-_A-TEAM TO 
 ABILITY TO
 

Get along with the
 
teachers
Nonteaching work
(thathe/sh tacer
musqDevelopa 

that he/she must < teachiiq system> Ge along with the 
\develop parents
 

Work with companions
1. '- of the school distric
 

Establish school
 
Supervise 

-_-
Supervise guidelines
 
-. _-


The 

Carry out
 

administrator 
 administrative tasks
 
of teaching
 

Do research and
 
development work
 

I I 
I 

I I 

Use teaching
 
means
 

- 119­



BASIC TRAINING AREAS FOR MANAGERS OF THE OFFICIAL SECTOR
 

57% 43%
 

AREA OF AREA OF
 
SPECIALIZATION INTRODUCTION
 

AREA #3: 	 AREA #1 and 2
 

"PROFESSIONAL" 	 "HUMAN"
 
"SOCIAL"
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d. Suggested Contents for Training Areas for Managers 

AREA I 

Aspects relating to the manager's human condition; this calls for contents of the 
following type: 

condition of "BEING," his/her surroundings, his/her conduct, and his/her values 

a. Ontological 
b. Anthropological 
c. 
d. 
e. 
f. 

Ethic 
Psychological 
Philosophical 
Motivational 

(ethical attitudes/values 
(human behavior) 
(philosophy of education) 
(motivation/environment) 

g. Living laboratories 

This Area is focused on all issues relating directly or indirectly to the person's 

AREA 2 

Aspects relating to the person's need and ability to communicate, relate to others, 
and interact in and with his milieu; this calls for contents of the following type: 

a. Sociological 
b. Cultural (regional and national) 
c. Linguistic 
d. Of human relations and leadership 
e. Of group dynamics 
f. Community (life and action of the community)
g. Research (methods and techniques of participatory research)
h. Research laboratories and workshops 
Area 2 is focused on "GETTING ALONG WITH OTHERS," relating to and sharing 

in the school community and with the social group served by one's school. 

AREA 3 

Aspects relevant to the manager's basic and professional knowledge as a promotorof the learning process and as an administrator of school centers; this calls for contents 
of the following type: 

a. Different learning theories 
b. Basic elements of psychology 
c. Basic pedagogical principles
d. Theory of communication and alternatives 
e. Development and evaluation of curriculum 
f. Organizational and administrative features of school institutions 
g. Application of school legislation
h. Workshops for application and practice 

This Area is focused on "KNOWING," developing intellectual (cognitive) abilitiesin a theoretical way, which will be essential for the application and development of
educational management. (Specific for the manager.) 
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All of these areas must be developed in accordance with the criteria describedabove, providing the participants with different opportunities to apply, exercise, and
verify the scope and achievement of their learning. 

AREA 4 

Aspects relating to the teacher's technical skill; this calls for contents of the 
following type: 

philosophy of educational regionalization and will, in turn, 

a. 
b. 
c. 
d. 

Planning for teaching 
Programming for teaching
Curriculum development and application 
Teaching technology 

e. School evaluation 
f. Development and use of material 
g. Psychology of the child and the adolescent 

This 
community. 

Area 
The 

is focused directly on the act of teaching as a service to the 
teacher requires up-to-date courses which will train him/her in the 

prepare him/her to develop
teaching effectively. 
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BASIC AREAS OF TRAINING FOR TEACHERS
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TRAINING METHODS
 

MODULAR
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PERMANENT TRAINING PROGRAM GOALS 

1. Long Tern; 

1.1 	 At the end of the six years of the project, the 7,539 principals of official
school districts will be trained, from the preprimary, primary, urban, and
rural levels and from the intermediate and coioperaitive levels in the basic 
cycle. 

2. Medium Term 

2.1 	 At the conclusion of the first two years following implementation of the 
educational regionalization program -- 1988 -- 477 principals will be trained,
from the intermediate and cooperative levels of the basic cycle; at least
1,200 principals will be trained from the urban and/or rural level. 

2.2 	 From 1989 to 1992 inclusive, at the end of each year, 1,200 principals will be
trained. This means 6,200 principals will be trained at the end of the five­
year period. (see Graph on "Training Expectations,") 

3. Short Term 

3.1 	 At the end of the year 1987, the Permanent Training Program for Managers 
will be underway in accordance with the methods set up in each region. 
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MODULES FOR ALTERNATIVE TRAINING 
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EXPECTATIONS OF TRAINING FOR MANAGERS 
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e. The Permanent Training Program 

The model for the formation, training, and professionalization of managersof official school centers is a flexible, dynamic, and adaptable one which can change andenhance itself systematically according to regional characteristics bith with respect to
its contents and duration. 

Thus, the permanent training program can be presented in four differentmethods or stages, each depending on the principal's experience in teaching andnonteaching duties and skills. A style of training corresponds to each stage or method, sothat the more experience a principal has in managing a school, the shorter and less
intense the training program. 

The following graph clarifies and explains the idea. 

+ EXPERIENCE 
 + EXPERIENCE
 

For greater experience in
 
school management, less 
 o rs STAGE 0
 
intensity incontents 
 20 years of experience:

and a shorter training 
 Refresher Training
 
program. 
 Updating
 

1o STAGE C
 
ours 
 15 years of experience:
 

Feedback
 
Professional izat ion
 

5 STAGE B
 
ours 
 10 years of experience:
 

In-depth training
 
Formation
 

!0 STAGE A
 
bours 5 years of experience:
 

Formal training
 

- EXPERIENCE 
 - EXPERIENCE 

- 128 ­



STAGES 

STAGES AND LEVELS OF TRAINING 

NO. OF YEARS TYPES OF 

OF EXPERIENCE TRAINING 

HOURS OF STUDY 

PER SUBJECT 

A 5 years Formal training 20 

B 10 years In-depth training 15 

C 15 years Feedback 

Professionalization 
10 

0 20 years Updating 

Refresher Training 
05 
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F. PHYSICAL INFRASTRUCTURE 

This proposal adopts the system of modules, developed jointly with USIPE. The
designs are in response, in terms of space, to the structure, functions, mechanisms, and 
personnel defined in the organizational design. 

An integration of modules is proposed for each level of regionalization.
Flexibility exists for other combinations. 

It is suggested that there be a minimum of furniture. For areas for group work
and/or training, rectangular, semicircular, or polygonal tables are suggested, the 
combination of which will facilitate simultaneous wcrk of groups of varying composition
and magnitude. 

At the implementation of the program it is recommended that construction and
equipment efforts begin with the school district supervisory services and the regional 
management offices.* 

In the district module a basic housing unit for the supervisor is included. It is the 
only concrete incentive for the person who will eventually exercise educational 
leadership in the school district. 
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FURNITURE
 

Module 1 
 Module 2
Gener~ Manaement Office Module 3
D t Supervision
executive cesk Admnistrative Director
- 1 executive desk
executive chair 1 -executive desk
1 executive chair
2 visitors' chairs I executive chair
2 visitors' chairs
1 bookcase 2 visitors' chairs
1 bookcase 
 1 bookcase
 
Secretarial Office 
 Secretarial Office
secretaria Administration
" 
 1 secretarial desk
secretarial chair -iserti


1 secretarial chair
1 typewriter table i secretarial chair

1 typewriter table
2 4-drawer File cabinets I typewriter table
? 4-drawer file cabinets 2 
4-drawer file cabinets
 

Meeting Room Housina Storeroom
4 2-person ftables 
 Housin
10 visitors' chairs stooom
1 nightstand
I blackboard 
 4 sets of shelves
1 wardrobe 
 Acuntinq Office

1 living-room set (3 
 1secretarialisk
pieces) 
 I secretarial chair
 

1 typewriter table
 
2 4-drawer file cabinets
 

Module 4 
 Module 5

!Information Service Module 6
1 reception facility 
 Individual Booths
4 seretaria-desks Individual Booths
1 secretarial desk 8 secretarial desks
4 secretarial chairs
2 secretarial chairs 8 secretarial chairs
4 bookcases
1 bookcase 
 8 bookcases
4 visitors' chairs 
 8 visitors' chairs
1 typewriter table
 
1 card file
 
Storeroom 


Collective Booth
3 sets of shelves Collective Booth
4 2-person tables
1 mimeograph table 8 2-person tables
12 chairs 
 24 chairs
 
Documentation Center 
 Trainin
20 2-person tables 21 

Secretarial Office
 
40 chairs secretarial desk
40 chairs
1 blackboard 1 secretarial chair
1 blackboard
3 movable partitions 1 typewriter table
3 movable partitions 
 2 4-drawer file cabinets
 

Module 7
 

uA-per'son tables
 
80 chairs
 
2 blackboards
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-------- 

SUPERVISION 
 MODULE 1 MODULE 2 MODULE 3 MODULE 4 MODULE 5 MODULE 6 MODULE 7 AREA COST TOTAL
REGIONAL 
 GEN. MGT.--------- ADM. UNIT 
 iNF. UNIT ---------
 TEC. UNIT TRAINING 300 
 350 105000
DEPARTMENTAL 
TEC SUPERV-------- ADM. UNIT ------------------------
120 350 42000 

DISTRICT 
 TEC SUPERV ---------------- TEC. UNIT ---------------­ 120 350 42000
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G. TECHNICAL ASSISTANCE 

The more effective technical assistance is, the less necessary it becomes. The
role of the consultant or expert is not to substitute for national staff members, "doing"
what is needed to resolve the situations that occur. His/her roie is to work jointly with
national staff members in the search for better ways of resolving problems, or providing 
means for the national group by contributing appropriate technology. 

The national group thus grows gradually in technical self-sufficiency. The outside 
consultant, through his/her own action, ceases to be necessary. Technical assistance 
completes its task. 

Bearing this in mind, the country must recognize those in-country specialists who 
already possess appropriate professional qualifications, giving them suitable
opportunities. This entails an act of faith in one's own people and an incentive for
professional upward mobility in local human resources. Nevertheless, the local
consultant can represent a risk: his/her technical consultancy is compromised when
incorporated with his/her permanent duties, and 
overloaded with the additional consulting activities. 

conversely, the person becomes 

TECHNICAL ASSISTANCE 

Type 

Social -esearcher (anthropologist) 12 p/m Q 
Sociologist, psychologist, social communicator 12 p/m 

2,000.00 
Q 

Curriculum expert 18 p/m 
2,000.00
Q 

Training expert 15 p/m 
2,000.00
Q 

Expert in the preparation of textbooks and 
educational material 15 p/m 

2,000.00 

Q 

Expert in educational technology 30 p/m 
2,000.00 
Q 

Expert in investment and planning 12 p/m 
2,000.00 

Expert in organization, administration 
Planning and design of systems 24 p/m 
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Ff. FINANCING 

1. Introduction 

In recent years there have been improvements in the coverage and qua!ity ofelementary education in Guatemala; however, the current financial system still does notsatisfy the basic requirement for any system of financing for education: that of adaptingthe resources for a minimum teaching level and distributing these resources equitablythroughout the different goegraphical zones and socioeconomic groups of the country. 

A reason for the lack of appropriate resources can be found first of all in the factthat Guatemala is a developing country with a relatively low per capita income. Thedeficiencies in the educational sector are very likely one more manifestation of this fa,-,,as important as other deficiencies, such as the degree of malnutrition in about two-thirdsof the pepulation. The lack of development can be resolved only in the long term, andinvolves questions which go far beyond the scope of this report. 

The lack of appropriate resources for elementary education also can be traced tothe issue of national priorities. Guatemala has one of the lowest fiscal efforts in theworld, whether meas.ured as part of the per capita income that is pa-i in taxes or thepercentage of the gross domestic product available to government institutions. The lowpercentage of economic resources which are channeled to the public sector is in part theresult of the inability to provide, in an appropriate manner, the public services that aremost basic for the nation's development. General elementary education is one of theseservices. Guatemala uses 2.3% domesticabout of its gross product in the educationsector (public and private), compared to the average in Latin American countries of4.5%. Meanwhile, studies already carried out indicate that in Guatemala, the rate ofreturn (both private and public) of investment in education is considerable. 

The reality in the short term (and perhaps the medium one) dictated by the crisisin economic activity and the political difficulties of institutional transformation, is thatno significant increase can inbe seen the level of resources coming from the centralgovernment for elementary education, and none of any sort sufficient to extend aminimum level of elementary education throughout the national territory and toeliminate the inequities between the rural and urban areas. 

Given that the central government's expenditures for elementary education willincrease noticeably, the strategies to be followed basically contain two elements- first,the increase in cost-efficiency of current educational programs. This requiresimprovements in the planning and implementation mechanisms. It is well known, forexample, that the elimination of the problem of having to repeat classes in Guatemalawould make it possible to provide schooling for three times as many children than atpresent without any increase in cost. The second element of the strategy consists ofcreating mechanisms which provide potential for, and stimulate the participation of, themunicipal corporations, communities, and parents in the financing and managing ofeducation in Guatemala. 

The first element of the strategy, the improvement of the planning and managingof educational programs, is developed in other parts of this report. The central objectiveof this section is to suggest mechanisms for the participation of the community and themunicipal corporations in the financing of elementary education. 

The participation of parents and local government entities in the financing ofelementary education gives rise to two questions. One of these is a legal-constitutional 
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question, the other is a question of equity. Both the constitution of the Republic and the
law of national education proclaim the right to free elementary education. Yet, both
municipal corporations and parents have, in fact, been contributing, albeit in a modest 
way, to the financiag of primary education. In view of the central government's inability
to provide sufficient resources for primary education, the only sensible thing to do is
take a pragmatic position and recognize the need to support and stimulate contributions
from the municipal corporations and parents in the sector. All this is said without
implying that the government will not in the long run assume its responsibility of 
providing for free elementary education. 

The participation of municipal corporations and parents in the financing of
elementary education also creates a question of equity. At present, the distribution of 
resources for education isvery uneven, with the capital city and other urban zones being
favored most and the rural areas favored leabt. If the municipal corporations and the 
parents are to contribute to the financing of elementary education, it is only fair that all
should do so, and that the government's counterparts and incentives for these
contributions should take into account and incorporate the ability to pay and the
economic effort made by the municipal corporations and the parents. In the rest of the
section, we present an inventory of the contributions to education at the present time by
families, municipal organizations, and the central government. Later on, the advantages
and the weaknesses of the present system of financing are examined. Finally, we present
a series of options for increasing the contributions to financing by municipal corporations
and parents, as well as a counterpart policy by the central government. 

2. 	 Participation by Families, Municipal Corporations, and the Government in the 
Financing of Primary Education 

Participation by Families. The cost of elementary education to the family
has two dimensions. First is the opportunity cost which sending a child to 
school represents, and the second is the more explicit expense represented
by school supplies, registration fees, etc. 

No systematic research has been done on opportunity cost experienced by the
families of children seven or eight years old and older who, according to custom, help
with family work or are employed as day laborers. Casual observation shows, however,
that this cost can represent a significant portion of the average family budget in rural 
zones. The school year, which extends from January to October, coincides with the
planting period and part of the harvest period. The two harvest periods of the Coast to

which the parents migrate for temporary work, and frequently the children too, also
 
coincide with the school year. 
 Apart from these periods, the cost of a child's attendance 
at school is surely lower, but not necessarily insignificant. At the end of this section is a 
more detailed discussion of opportunity cost and a suggested method for estimating it.
SEGEPLAN is currently planning a re-survey of homes. With the financial support of
AID, SEGEPLAN will be able to compute the opportunity cost of school attendance by
the child, this being a part of its survey. Whatever the final information may be,
however, it is clear that the cost fluctuates with high agricultural activities throughout
the year. Making the school schedule more flexible and adapting it to the community's
activities could bring about a considerable reduction in the opportunity cost in family
decisions and budgets. 

Families also contribute to the financing of elementary education by covering
explicit costs such as school supplies (textbooks, notebooks, etc.), uniforms, and
sometimes transportation. In urban areas, families also pay QI.00 per child per "school 
operation" for maintenance, and a registration fee of Q5.00. Parents also donate 
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voluntary work to the schools, for example through the program for rebuilding schools orfor maintenance, and in casessome for the construction of the school building. Usingdata from the Encuesta nacional de ingresos ygastos familiares, 1979-1981 (Nationalsurvey of income and family expenses), National Statistics office, the Academy forEducational Development reports, in a document entitled Education Sector Assessment,1985, that the expenses of families for school supplies, uniforms, etc., can representmuch as 25% asof the central government's expenditures for elementary education. Butthese same expenses represent only 1.2% of the average annual family budget, withfamilies having lower incomes spending less than 0.9% and those having higher incomesreaching 4.3%. In a survey of family budgets made by the University of San Carlos in1969, similar figures are reported. Thus, in 1969 families were spending between 1% and2.5% of the family income on indirect school costs, which represented almost one-thirdof the total cost of elementary education in urban areas, and one-fifth in rural zones.should be kept in mind that of 
It none these estimates seems to include a monetaryequivalent of the voluntary work done by the parents. If SEGEPLAN carries out thesurvey of homes which it has planned, in addition to the computation of the opportunitycosts already suggested, it also could collect data about these other costs of elementaryeducation covered by families, At the end of this section we suggest a format for theinstrument to be used in making the survey. 

Finally, the parents' association also manages to assemble some resources for theschools through lotteries, raffles, school store activities, and events such as school fairs(escofer) and carnivals. There is no documentation, however, on the ecorrmic effect ofthese activities. It appears that the amounts collected vary greatly from community tocommunity, and are not very high in any instance. 

Participation of the municipal corporations. The municipal corporationscontribute to the financing of elementary education in an informal way,and also, more formally, with specific line items in their budgets. In theinformal contributions, a paternalistic system is followed in which typicallythe mayor "accedes" to petitions from teachers and parents of a village orhamlet so that the municipal corporation contributes materials or tools forrepair jobs and sometimes the construction of the school building.Contributions of this type are not budgeted, nor do they appear in the
results of the municipal corporation's fiscal year. 
The most important formal budget contribution by municipal corporations is forconstruction and maintenance of schools; the second is for the operation of schools andInstitutes for Cooperatives. The latter, involving parents, municipal corporations, andthe central government for intermediate basic teaching, is reviewed below. Finally, amuch lower number of municipal corporations finance teachers' salaries. 

The most outstanding aspect of the data for 1985 and 1986 is the relatively lownumber of municipal corporations that budget expenses for education, and above all, thelow percentage that these expenses represent in municipal finances. In neither of thetwo years do expenses for education reach 2% of the total budget, and they representless than 10% of the investment programs. 

Participation of the central government. The vast majority of expenses forpublic elementary education are financed through general income of theState assigned to the Ministry of Education in the General Expense Budgetof the Nation. The only two special sources of income for education, andwhich do not concern elementary education, are the Loteria chica (SmallLottery), 75% of whose earnings are allotted to the literacy program, and a 
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1% tax on the payroll lists of firms, which earnings are allotted for the
financing of the technical education for which INTECAP us responsible. 

Cooperative programs of families, municipal corporations, and the central 
government. In Guatemala there Mre, or have been, numerous educational 
programs financed through the cooperative effort of parents, municipal
corporations, and the central government. Two of these are currently
being run by the Institutes for Cooperatives and the Family Educational 
Nuclei for Deve!opment (NUFED). A third one, now cancelled, is the Rural 
Socioeducational Program for School Construction. Despite the fact that 
the Institutes for Cooperatives and the NUFEDs do not provide instruction 
at the elementary level, they are included in our discussion because they
present financing models which are relevant to the problems of financing
elementary education in Guatemala. 

The Institutes for Cooperatives were created in 1972 in view of the central
government's inability to meet the demand for basic intermediate teaching through its 
own resources. Today there are about 260 Institutes for Cooperatives providing teaching
to about 20,000 pupils. Whereas one of these Institutes costs the state Q3,000.00 - year,
the operating expense of the national Institute is about Q28,000.00. Mu'.icipal
corporations contribute Q750,000 a year for the financing of each Institute (Q250,000 per
grade), and the parents, Q50.00 for each child (Q5.00 a month) plus Q7.50 in registering
for educational material. The physical plant of the Institute is, as always, an elementary
school used in the afternoon or the evening. To receive the grant from the government,
the Institutes must become constituted, and operate and keep accounts in accordance
with official legislation. The supervision of the Institutes is the responsibility of
supervisors of intermediate teaching. The normative official controls the quality of
education and management, but the daily running of the Institute is the responsibility of 
a board of directors composed of parents and teachers. The president of the board of
directors is the president of the parents' association. The initiative for the creation of 
an Institute almost always come from teachers in elementary schools who, at a certain
level of seniority, are authorized to teach in the Institute. This means a certain amount
of merit, as reflected in their performance records, but more important perhaps is the
salary which is on the average, 20% to 30% higher. At present, negotiations are
underway for 10 new Institutes; during the past year, five Institutes were nationalized 
and 40 others began proceedings for nationalization. 

The NUFED centers are much less important quantitatively. There are seven 
centers in the country, and only four of them are in full operation. The centers are
oriented towards technical training in farming and animal husbandry. From our point ofview, the most interesting thing about the centers is their self-government through a 
board of directors composed of parents, and their system of financing. After an initial
period of two years, the centers, which have an internship system, are self-financing by
means of contributions from parents. The contributions per pupil are Q30.00 a year plus
contributions of food. Nevertheless, the central government covers the salary costs of 
the teaching personnel. 

The Rural Socioeducational Program (SER) was a program for the construction of
rural schools with the three-party cooperation of parents, andmunicipal corporations,
the central government through the Minis.try of Education. The information which we
have been able to gather on the program is a bit fragmentary. In a period of a little over
10 years, during which the program was in operation from about the middle 1970s, more
than a million rural classrooms were built, and a similarly high number of housing units
for teachers were built. Going by the average values in the years for which we have 
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found statistical documentation, the central government's contributions and those of thecommunity were each 	30% of the total cost, with the remaining 40% being donated bymunicipal corporations. The program stoppedwas when the responsibility for schoolconstruction was transferred from the Ministry of Education to the Ministry of Public 
Works. 

3. Evaluation of the Current Financial Situation: Limitations and Possibilities 

An ideal system for the financing of education has several characteristics: 

" 	 It is appropriate; each child is provided with a minimum level 	 ofeducation, regardless of his place of residence and his family's
income. 

* It is stable; future incomes can be predicted with a margin for error,so as to plan activities at least for the short and medium terms. 

* efficient; systemIt is the rewards and stimulates efficiency and 
economy in the use of resources. 

* It responds to the principles of horizontal and vertical equity; families
with equal resources contribute in an equal manner, and those with 
more resources contribute more proportionately. 

* 	 It is flexible; it provides a way for increasing available resources as
needs and the economic level of the population grow. 

" 	 It is responsible; the system does not penalize or ignore, but rather
recognizes, awards, and stimulates contributions by parents and local 
governments, taking their economic capabilities into account. 

These characteristics of the ideal financial system are not described here with theintention that the system for financing elementary education in Guatemala will comeanywhere close to them in the near future. The main reason is to establish criteria whichwill enable us to evaluate the current financial system in a consistent way, and at thetime 	suggest a way in which the system should change.same 	 It is with these criteria inmind that we now go on to evaluate the different elements of the current financial
 
situation.
 

The contributions of the parents seem 	to be relatively low at present, at least interms of the average family budget, and therefore they could contribute more towardsmaking resources sufficient for elementary education. This statement, however, requiresseveral qualifications. First, the institutionalized contributions of parents (e.g., fees forregistering and school operations) can never form a major part of the financial system,since 	the constitution declares that elementary education is free. A second qualificationis that the parents' ability to pay is markedly different in rural and urban zones (percptai income in rural zones is only about one-tenth of the per captai income in urbanzones), as well as within the urban zones. The difference in the ability to pay in ruralzones is recognized at present in that registration and school operation fees are paid onlyin the urban zones. Any increase in these fees in the future will have to continue to takeinto account the difference in families' ability to pay. This can be done through a feescale corresponding to differentthe levels of family income, or through a systcm ofscholarships which, in a variable manner, exempt the family from the payment of a fixedfee. The decision about "who pays how much" could become the responsibility of thecommunity boards of education projected by PROSUPERE. A similar scholarship system 
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could be used to cover the costs for school supplies and uniforms in low-income families. 

The more informal contributions of families (volulnteer work, raffles, events, etc.),
although they can never reach the point of constituting a stable and major source ofincome, can likewise acquire greater potential. At present the parents' organizations
which work or collect funds for the school are faced with a paradox--the Ministry ignores
them, and the official funds which could have been used in their school may go to schools
where the parents make no effort whatever. This state of affairs obviously tends to
destroy the willingness to be cooperative. On many occasions, the parents' participation
depends critically on leadership, energy, and identification with the community by
teachers and school principals. The Ministry, however, gives little recognition to theseefforts, and follows personnel strategies (e.g., frequent transfers of teachers) which are
detrimental. For this reason, among others, there is a need to follow a policy of
establishing strong ties among the community, the teacher, and school principal.
Mobilizing local resources through the leadership of the teaching personnel must be given
greater recognition in performance ratings. The Ministry also must have at its disposal a
special fund to offer counterparts, on the recommendation of the district supervisor, to
the efforts of parents in the form of volunteer work or the collection of funds. 

The contributions of municipal corporations to the financing of elementary
education are very low. No doubt a determining factor in this situation has been the
functional division between the central government and the local governments as a result
of which the central government is responsible for providing elementary education
services. Although economic resources at the local level are limited, especially in many
rural zones, the municipal corporations constitute an alternative source of help in
financing elementary education more desirable than the one offered by parents. At the
level of the municipal corporation, it is easier to pursue the objectives of education,
equity, flexibility, etc., which we have mentioned. Indeed, in countries with
decentralized systems of education, local governments play a crucial part in the
financing of education. This financial responsibility is very often accompanied by
considerable ability in self-management and decision-making. 

In Guatemala the expenses of municipal corporations in education have been
ignored by the Ministry of Education. The only exception is the case of the Institutes for
Cooperatives. With municipal corporations a situation occurs that is very similar to the 
one discussed in the case of the contributions made by parents. The municipal
corporation which chooses to assign part of its limited resources to elementary education 
not only sacrifices other municipal services, it knows that the resources which the
Ministry may be giving for such purposes may end up going to other municipal
corporations which decide to spend abse'utely nothing on education. Therefore, in this
regard also, it would be necessary for the central government, through the Ministry of
Education, to create a counterpart fund to stimulate and award the economic effort
made by municipal corporations in the area of education. The counterparts of the
central government should be based on a scale keyed to the economic capability of each 
municipal corporation. 

What possibilities exist for the municipal corporations to contribute more to the
financing of elementary education? There are two major limitations in this respect. The
first is the low level of the municipal corporations' own financial resources. To maintain 
an appropriate viewpoint it should be noted that in 1985 the total budget (by current 
account and by capital) of all the municipal corporations in the nation (with the
exception of the capital city) represented only 61% of the expenses of the Ministry of
Education at the elementary level and 21% of all of the Ministry's expenses. 
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The second limitation is related to the type of taxes or other fiscal instrumentsavailable to the municipal corporations. The new constitution of the Republic has addedto this limitation, Article 243 of the constitution explicitly prohibits double tax-paying,this being understood to mean use of the same type of tax at two different levels ofgovernment. Since the taxation structure of the central government is full, including atax on real estate (the Territorial Tax), there remains practically no tax of any economicconsequence that can be used by the central governments. There is quite a bit ofuncertainty, furthermore, theregarding implementation of this constitutionalrequirement. The constitution itself establishes the progressive elimination of cases ofdouble taxing so as not to damage the national treasury and at the same time putsCongress in the position of writing a new municipal code and a new municipal tax codewithin one year. The constitution also identifies Congress (Article 239) as the only stateorganization able to decree any type of tax, tribute, or charge in all aspects. This seemsto mean that the municipal corporations will not have any autonomy whatever over theirincomes. Our analysis (and suggestions) will naturally be conditioned on the final form
taken by the legislaLion. 

On the other hand, the constitution also has opened the possibility of increasingthe contributions of the municipalities to the construction and maintenance of schools.Article 257 assigns an annual transfer to the municipal corporations equivalent to 8% ofthe ordinary budget of the state for infrastructure works. To implement this mandatethis year, the government has agreed to transfer to each of the municipal corporations inthe country, regardless of their population, etc., a fixed amount of QI00,000, plus a lineof credit of Q67,500.00. The rniunicipal corporations must make use of these funds duringthe four remaining months of fiscal year 1986 (i.e., Q25,000 a month for the transfer) or
lose them. 

Inthe final analysis, it is not clear whether the municipal organizations are goingto win or lose financial resources with the 8% transfer package for infrastructure worksand strict application of the prohibition against double tax-paying. At the least, theymay lose flexibility, since the 8% transfer cannot be devoted to operational programs.At present, about 38% of the financial resources of the municipalities are special taxesadministered by the Institute for Municipal Promotion (INFOM). A part of these incomes comes from a number of special taxes introduced at different times and collected by theAdministration of Internal Revenue of the Ministry of Public Finance. These taxes arelevied on the consumption of gasoline, brandy and beer, exportationthe of coffee,posters and advertisements, and vehicular traffic. Considering that IVA also levies a taxon most of these products, doubtful theit is that special taxes will survive theelimination of double tax-paying. The remainder of the special taxes administered byINFOM come from the Territorial Tax. This is a levy of three per thousand on the value
of real property. 

Up to now the Territorial Tax has produced scant income because it is based onvalue declared instead of on real market values. The Ministry of Public Finance intendsto check this tax by bringing cadastre up to date in line with market values. Althoughthe Territorial Tax has the potential of being the main source incomeof for localgovernments, bringing the cadastre up to date is going to be a complicated task which
will take a number of years to accomplish. 

Unfortunately, if there is any possibility of increasing the contributions ofmunicipal corporations to elementary education through taxation, the more realisticscenario is through the Territorial Tax. The remaining fiscal income of the municipalorganizations, those "locally collected in treasury," come from a long list of local taxesand taxes for services. Although some of them amount to more than others (e.g., the 
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finery ticket and the commercial center locale) none of these local taxes is able to
produce much more income. Five of the 325 municipal corporations in the country also
have been using a locally administered tax on real property, the tax on real estate revenue. This tax applies a calculation factor of a number of qutzals for a square meter 
of real property, and the factor varies by urban development zone in the municipal
cadastre. The reason for the drop of the tax in the real estate revenue is that very few
municipal corporations have the personnel needed to administer it. In any case, the tax 
on real estate revenue seems ooomed to disappear because of the constitutional mandate 
to eliminate double tax-paying. 

The most effective program in Guatemala for stimulating parents and municipal
corporations regarding the financing of education has been the program in cooperative
endeavor. The Institutes for intermediate teaching through cooperatives, the NUFED 
centers, and the SER Program for school construction testify to this. The programs
involving cooperatives include a set of ideal characteristics for any effort in the
decentralization and promotion of education. In the adaptation of resources, the central 
governnent's contributions are multiplied by the participation of families and municipal
corporations. The government's contributions can furthermore be adopted to the
cooperative agreement relating to the community's ability to pay. By turning the power
of management and control over to the community, one also gets parents involved in
children's education and insures more efficient use of resources. 

Despite the important possibilities contained in programs involving cooperatives,
the Guatemalan government has used this model as a secondary and temporary means.
The experience has been that as soon as the central government's finances permit it, the
cooperative program is abandoned for a traditional centralized education model. 

4. Options 

The main conclusion coming from our discussion is that there is not going to be 
any magic formula for resolving the financial difficulties of rural elementary education
in Guatemala. The economic capability of the parents and municipal corporations is very
limited, and therefore the financing of elementary education w0ill have to remain, for the 
most part, a responsibility of the central government. Nevertheless, there are some
options which can perhaps lighten the demands placed on the central government. 

The main strategy consists of taking advantage of the project for decentralizing
education, not only to transfer powers of management and decision-making, but also to
involve the community (parents and municipal corporations) to a greater extent in
financing and to be able to multiply the available resources of the Ministry of Education 
for elementary education. The options which we suggest must not be used only by rural 
zones, however; their application must be extended, if possible, to the entire nation.
This is on account of the adaptation of resources as well as for reasons of equity.
Harnessing community resources in urban areas will make it possible to free resources of
the Ministry of Education which could be used in rural zones as needed. Asking the rural
communities to make a greater contribution to education would not be right, if urban
communities are not asked to do likewise. This equity aspect has been a recurrent theme
in this report, and in our estimation, it is perhaps the most important in elementary
education in Guatemala. The implementation of some of the options will require the use
of equity criteria--i.e., taking into account the ability of parents and municipal
corporations to pay. To this end, the Ministry of Education will need to use statistical
information on per Spita income in the community, and, failing that, in the district or in
the department. In the case of parents, the ability to pay can be obtained by means of 
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their own statements, leaving it up to the school principal to have the final say
concerning their reliability. 

t-ions for greater contributions by parents. An initial step in this areacould be to increase the registration fee in urban zones, and extend itsapplication to rural zones. But instead of just one registration fee for theentire country, the registration fee could be made progressive. 

The scale of fees could have from five to eight segments, depending on thefamily's annual income. When the family's income is below a certain minimum (forexample, Q700 a year), the registration would be free. The first segment of the feeshould be left at its present level of Q5.00. There are families who send their children topublic schools who could perfectly well pay annual registration fees of from Q25.00 t0Q30.00. 

To stimulate volunteer work by parents' associations, the Ministry of Educationcould create a fund for the distribution of counterparts. These would represent apercentage of the monetary equivalent provided by parents. The higher the averageincome of the parents, the lower this percentage would be. The applications forcounterparts would be pracessed through district supervisors. Part of the fundingrequired for this counterpart fund could come from increases in the registration fees. Itis impossible to predict the response of parents to this type of scheme, but we think itwould be gocd. The scheme could be expensive at first, but in time the counterpartpercentages could be adjusted downward. It should be noted that if, for example, theMinistry of Education should decide to use its school maintenance budget in this type of
scheme, it would muftiply results.
 

The local education centers projected by PROSUPERE and the parents should beurged to look for industrial, commercial, and agricultual firms which may want to act assponsors for a school in the community. This type of effort has been a very good sourceof resources in other countries. The sponsors often contribute funds to special projectswhich make the community stand out. They regard this as publicity for themselves, butone of social benefit. Multinational companies selling products in Guatemala would begood candidates for this sort of endeavor. 

The program of farm schools which is currently being implemented also couldproduce resources for rural schools, if from the start emphasis was placed on the sale ofproducts in the market. In other developing countr ,s this type of activity has producedenough resources for school materials and school maintenance. 

Optionsforgreater contributions by municipalities. In the short run, theMinistry of Education will need to try to gather up part of the 8% of thegeneral budget of the state transferred to municipal corporations forinfrastructure work. The requirements of infrastructure outside of theeducation area, however, are enormous in most municipal corporations, andthe latter have a direct obligation regarding them, unlike thLir positionregarding education. Therefore, it would be difficult to justify theallottment of a set percentage of 8% for the construction or repair ofschools. Here too the best strategy seems to be the establishment of acounterpart fund within the Ministry with its own investment funds tostimulate the voluntary participation of municipal corporations in theconstruction and repair of schools. One possibility could be to revive theSER cooperative plans (this time in a two-party way) which were effectiveuntil about the middle of the 1970s. The municipal corporations 
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furthermore have a line of credit of Q67,500.00 each for infrastructure 
works besides their line of regular credit with INFOM. These are resources 
which also could be channeled, in part, to the construction and repair of 
schools with a good counterpart program in the Ministry of Education. 

In the longer run, the only realistic possibility of generating fiscal resources for
elementary education at the local level depends on the future of the Territorial Tax. 
Once this tax is brought to date, the cadastre could easily manage to produce a high
multiple of the level of income that it now produces. Its administration and collection 
would remain with the central government. But if the present use of the tax is
maintained, the municipal corporations could receive a significant increase in their 

meansincome. By of a law by Congress, the municipal corporations also could have the 
option of increasing the rate of the tax (for example, by QO..50 per QI,000.00) in its 
jurisdictions for financing elementary education. 

The increase in income thus generated would revert back by way of INFOM to the
municipalities which make the extra fiscal effort. It is doubtful, however, that this type
of scheme would be politically feasible. But if it should be, the Ministry would again
need to use counterpart funds to provide incentives to the municipal corporations to
participate in type initiative. that basis thethis of Given the of Territorial Tax
(perstudent or per section) varies considerably from one muncipality to another, the 
percentage of the counterpart would have to vary inversely on the basis of the tax. 

Options for the central government. There exists a source of resources for 
current elementary education of which the government has not made good 
use up to now. The education law compels businesses of all types to
provide schooling for the children of their employees, but actually very few 
businesses have done this. The government could oblige businesses to abide
by the law or give them the alternative of paying a fee based on their 
payroll and allot these resources to elementary education. The fee would 
be added to the 1% on payrolls which businesses pay for INTECAP. 
Although this is an attractive alternative, it is doubtful that it is politically
feasible. And this is how we come to see where a major part of the public
sector problem (including education) of Guatemala lies. 

Resources in the form of nonfiscal instruments--lotteries, for example--offer
little possibility. In Guatemala there is already a weekly drawing on the Small Lottery,
with the collection going to educational needs. It seems unlikely that an increase in the
frequency of drawings would produce a significant increase in net collections. 

Cooperative options. This is a strategy which might have some possibilities
in the short run for sending children to school in rural zones where at 
present there are no schools to attend. The model to be applied could be an 
adaptation of Institutes for Cooperatives. The most negative aspect of this 
type of proposal is its lack of equity. Unless the entire system of 
elementary education should be turned into one involving cooperatives,
what this type of proposal actually does is ask the most destitute citizens 
to contribute to the financing of the elementary education of their 
children, while those sectors of the population with greater economic 
capability continue to receive free educational services. 

Undoubtedly, the transformation of the present centralized system of elementary
education throughout the country to a system involving cooperatives would be a basic 
move in a true decentralization plan. As we have already said, the plans involving 

- 144 ­

http:QI,000.00
http:Q67,500.00


cooperative methods include many of the ideal characteristics of a decentralizedsystem. The central government contributes financial resources (being able to take intoaccount the community's ability to provide support), contributes specialized services intraining, research, etc., in which it has a comparative advantage, and controls the finalquality of the educational process. The community, in other respects, also contributes
economic resources and participates in the daily affairs of management, some aspects ofthe curriculum, etc., directly involving the parents in the education of their children.Without giving up control over part of the resources and without giving specificresponsibilities to the communities, decentralization plans typically remain in the handsof a lureaucracy parallel to the central bureaucracy, without any benefit greater thanthat of absorbing scarce economic resources which otherwise could be used moreadvantageously for schools, school materials, and teachers' salaries. Be that as it may, itis not realistic to think that in Guatemala this type of reform is possible at this time. 

On a more practical level, the use of plans based on cooperative methods forelementary education in rural areas presents a number of problems that do not occur in
the case ot Institutes for Cooperatives. 

The Institutes have a school building available (generally an elementary school) toundertake their activities. In the case of some rural areas without schools, it would benecessary to use some of the strategies previously suggested for the construction of a
school building. 

In the case of the Institutes, the elementary schoolteachers in the area almostalways play a decisive role in their initiation. The teachers identify themselves with theeducational problems of the area, and have some professional and economic incentive. Inrural zones, this type of initiative would not be present. The district supervisors could,
however, oerhaps assume some promotion responsibilities. 

The Institutes in general are very inexpensive because the teachers are willing towork for salaries that are only a fraction of their official salaries. In rural zones theteachers would have no other source of income. To attract teachers, the salaries paid bythe rural cooperatives for elementary teaching would have to be similar to those paid in
the official centers. 

The Institutes for Cooperatives are more common in urban areas where the abilityof the municipal corporations and the parents to pay is relatively high. In rural areaswhich have not been reached by elementary education, or not fully reached by it, theability to pay of the municipal corporations and the parents is much lower. Therefore,
the central government's participation in a plan involving cooperative methods would
have to be much greater than it is for the Institutes for Cooperatives. 
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CONSOLIDATION OF MUNICIPAL BUDGETS 

Fiscal Year 1985 
(excludes the capital city) 

PROGRAMMED
 
CURRENT INCOME 


Q 28,514,007.00 
 EXPENDITURES
From tax sources
Nontax sources ­10,455,530.00
12,080.309.00 
 OPERATION PROGRAM
Current transfers 

0,97,ib.90o 
 O
 

CAPITAL INCOME 6,885,073.00

Sale of fixed assets
Capital transfers 
 Q 6,88 3.-00
6,877,843.00 
 IEST PROGRAM
 

TOTAL 

Q 35,399,080.00 
 TOTAL 

- The Q35,399,080.00 in income are received in the following manner: 

Collected locally in treasury 
 Q 23,056,557.00 = 
65%
Special, administered by INFOM 
 Q 12,342,523.00 
= 35%
 
Q35,399,080. 
 100%
 

2) PARTICIPATION OF LOCAL GOVERNMENTS IN THE COUNTRY'S EDUCATION (excludes the capital city)
 
Cases 
 Financin 
 for No. ofMuicipal
Co6rporations

1 Construction of school buildings 

2 Special repairs and additions to
school buildings 

3 
 Institutes for Cooperatives and 

58 

operation of schools
4 Municipal teachers' posts 172 


19 

TOTAL 


*Includes salaries, allowances and employers' fees
SOURCE: Budgetary Services Section (INFOM)
 

Q 24,324,410.00
 

Q 7.128,513.00
 

Q 3,945,097.00
 

3,399,080.00
 

Amount
 

Q 228,175.00
 

Q 129,840.00
 

Q 244,300.00
 
Q 50,210.00*
 
Q 69250 .
210 -0
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CONSOLIDATION OF MUNICIPAL BUDGETS 

Fiscal Year 1986
(excludes the capital city) 

PROGRAMMED
 

CURRENT INCOME 

Q 35,975,997.00 
 EXPENDITURES
From tax sources
Nontax sources - 11,004,761.00


13,293,651.00 
 OPERATION PROGRAM
Current transfers Q 32,127,309.00

11,677,585.00
 

CAPITAL INCOME 
 QINVESTMENT 
 PROGRAM 
 Q 6.939,888.00
Sale of fixed assets 
 16,3500
Capital transfers DEBT PROGRAM 

6,968,535.00 3888,165.00
 

TOTAL 

Q 42,955,362.00 
 TOTAL 


Q 42,955,362.00
 

The Q35,399,080.00 in income are received in the following manner:
 

Collected locally in treasury 
 Q 24,854,587.00 = 58%
Special, administered by INFOM 
 Q 18,100,775.00 
= 42% 
Q42 955,36.0 O1-TW 

2) PARTICIPATION OF LOCAL GOVERNMENTS IN THE COUNTRY'S EDUCATION (excludes the capital city)
 
Cases 
 for No. of Municipal
Corporations Amount
 
1 Construction of school buildings 


Q 230,312.00
2 Special repairs and additions to
school buildings 

3 Q 128,976.00
Institutes for Cooperatives and 

59 


operation of schools
4 180
Municipal teachers' posts Q 249,150.00
TOTAL 19 
 Q 53 609.00*
 
66 ,0.00­

*Includes 
salaries, allowances and employers' fees

SOURCE: Budgetary Services Section (INFOM)
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5. General Budget According to Financial Source at the Group Level and BudgetHeading 

This section includes a chart covering the origin and the destination of resources.It differentiates government financing from existing resources--i.e., expenses already
being incurred and those which must be added with new resources. Accordingly, external
financing is distributed both by loan and by grant. 

The budget presented is a first reading of the origin and destination of resources,
but obviously these are subject to final negotiation. 
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GENERAL BUDGET ACCORDING TO SOURCE OF FINANCING AT THE LEVEL OF
 
THE EXPENSE HEADING
 

GOVERNMENT OF GUATEMALA
>1MPONENTS 

TOTAL TOTAL 

PRONAL SRVIC 

Permanent personnel 5,364,960 5,364,960Reserve fund for salary policy 239,040 239,040022 Contract personnel
73 Seniority rights 2,199,744 2,199,744Other compensations 

for tech­nical and professional services 105,600 

NONPERSONNAL SERVICES 

AID 
EXISTING 

FUNDS 

2,993,750 
239,040 

1,976,486 

NEW 

FUNDS 

2,371,200 

223,258 

TOTAL 

105,600 

LOAN GRANT 

105,600 

11 
12 

17 

18 

Public services 
Advertising, printing, bindingPer diem and related expenses 
Maintenance and minor repairsof equipment 

Maintenance and repair of works 

1,338,480 

126,144 

160,618 

29,013 

160,618 

29,013 

1,177,862 

97,131 

380,695 789,167 

97,131 

2 MATERIALS AND SUPPLIES 

26 

Materials 
Leather and rubber products
Fuels and lubricants 
Accessories and parts for vehicles
Various products and equipment 



COPNNSTOTAL 

COMPONENTS 

3 MACHINERY AND EQUIPMENT AND THEIR 
SPECIAL REPAIR UNDER CONTRACT 

TOTAL EXISTING 
FUNDS 

NEW 

FUNDS 
TTLLA 

TOTAL LOAN GRANT 

3.2 Office equipment
3.4 Educational equipment

Transportation equipment3.6 Communication equipment3.9 Various kinds of equipment 
4 ACQUISITION OF EXISTING BUILDINGS 

AND EQUIPMENT 

Lands for buildings
Buildings for office space 

5 CONSTRUCTIONS, ADDITIONS ANDIMPROVEMENTS UNDER CONTRACT 

521 Buildings for office space
Special repairs for schoolsTelephone lines (construction)

546 Repair of telephone lines
Other facilities 
Other special repairs of
facilities 

6 CURRENT TRANSFERS 
New year's gifts
Emergency allowance 

0 



COMPONENTS 
TOTAL TOTAL EXISTINGFUNDS 

9 OVERALL ALLOTMENTS 

Credit to be applied 10% 

GRAND TOTAL 

?The proposed distribution obviously is subject to final negotiation. 

NEWFUNDS TOTAL LOAN GRANT 

I­



6 . Opportunity Costs 

The purpose of this section is to suggest an elementary methodology forestimating the opportunity cost perceived by the family as a consequence of a child's
attendance at school. It must be noted that this cost absolutely does not have to
coincide with the cost of social opportunity. Given that at the national or regional level
the rates of unemployment and underemployment are very high, it is doubtful that the 
cost of social opportunity is positive for any person, whether of school age or not. 

The private opportunity cost to the family can be defined as the income (or
equivalent monetary value) of profitable activitythe most that must be sacrified as a 
consequence of the child's attendance at school. 

The basic components of the opportunity costs are therefore the time sacrificed
(e.g., number of hours per day) and the salary (or equivalent) per unit of time. The first
element-time--is basically a constant which includes the number of hours that a child
spends at school, plus the time used going to and from school. Even though this "time"
element is constant for each child, it must be noted that it is not the same for all
children. The time spent going to and from school certainly varies depeding on the
distance from the school, the transportation used, and the type of terrain covered. 

The second element, the cost or salary per unit of time, varies with Yhe season of
the year in relation to agricultural activities. This component is also the most difficult 
to quantify. Let us try first the aspect of variability. This implies that there can be
conflicting demands on the time of a child of school age, since the harvest normally
begins in the month of October. The beginning of the school year also coincides with the
period for planting and preparing the land. It seems that it is also rathera common
practice for the older children (but still of school age) to accompany their parents to
work in harvests in the Coastal region. Because of a more temperate climate, there are
usually two harvests along the Coast. The first is around January and the second in the
month of August. The particular harvest in which the temporary migrants work varies
from one municipality to another or from one community to another, even when they are 
close to each other. 

The identification of harvest periods (both local and along the Coast) is important
because those are the periods of the school year in which the opportunity costs of the
child are surely positive. This does not mean that during the rest of the school period the 
cost is zero. Besides being able to work on the family's land, it is, it seems, rather 
common for children to begin, at eight or nine years, to work as day laborers for
somebody else. The demand for this type of work is stimulated by the fact that children 
are paid half or less of what an adult laborer receives. Whether or not demand exists
regularly for this kind of work depends on the type of crops grown in the area. 

Thus, the periods of the school schedule characterized by high opportunity costs
(and possibly low attendance) tend to vary by region, department, and even community.
This well-known fact tends to make it extremely difficult to quantify the cost through
sampling techniques. The data compiled in one community may not be representative of 
other communities, no matter how close they are. 

All this implies two things. First, any calculation of the cost of timeliness must
take into account the different times in the school schedule and the fact that the
calculation must be done at the community level. The second implication is that if this 
type of study is carried out, one of its conclusions can be predicted in advance: there
exists a pressing need to make the school schedule more flexible at the community level. 
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To arrive at concrete facts about the cost of timeliness, it is necessary to give amonetary value to the time (in hours or days, for example) which the child spends atschool. This is not a problem whenever the alternative for the child is to work forsomebody else as a day laborer with a preset daily salary. The salary of an adult daylaborer seems to fluctuate between one and three or four quetzals a day, the averagebeing around two quetzals. The average salary of a child working as a day laborer thenwould be around one quetzal a day. But this might fluctuate according to the region andthe season of the year. Determining the monetary value by time unit which the childdevotes to the family's agricultural activities is a much greater problem. Frequently thistype of activity can be characterized as subsistence work, with almost none of the fruitsof the !abor going to the market. An alternative is to assign a monetary value per timeunit equal to that which the parents would have to pay, if they should contract a thirdparty to do the work performed by the child. This surely is more difficult to establish,and finally the person doing the survey will have to use his/her familiarity with the areato assign a monetary value to the time unit which the child devotes, or could devote, tothe family's agricultural activities aside fL om harvest time. 

As can be gathered from the discussion, calculating the opportunity of children'sschool attendance in rural areas of Guatemala would require very extensive and costlywork. In our opinion, there is no good substitute for a survey done directly at thecommunity level. The use of shortcuts, such as the study of patterns of attendance andnonattendance, would not reveal monetary equivalents of the cost. Furthermore, thesepatterns of attendance could give rise to false inferences. Children do not attend schoolfor many reasons, among which the opportunity cost is only one. Other reasons may bethe distance from the school, bad weather, the teacher's lack of interest or attendance,language, irrelevant curricula, deteriorated schools, etc. Only when concreteinformation becomes available, will it be possible to explain the patterns of attendance
and nonattendance. 

Tihe basic entries of a questionnaire for calculating the opportunity cost of aGuatemalan child's school attendance in rural areas are presented in the followingchart. The chart assumes the existence of a typical child who is representative of thewhole school center, at least for all the children who are already of working age (sevenor eight years and older). The chart also assumes that a child's day is half that of anadult. In different situations a child's real day is the data to be collected. The survey iscompleted with the collection of data on explicit expenses incurred by parents for achild's schooling during a year. These entires of the survey are given in the second chart. 
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SURVEY FOR CALCULATING THE COST OF TIMELINESS OF
 
SCHOOL ATTENDANCE BY CHILDREN IN RURAL AREAS
 

1. Name of person doing survey:
 

2. Date of survey:
 

3. Department: 

4. Municipal Corporation:
 

5. Name of school:
 

6. Days of harvest in the community:
 

7. Value of half day during the harvest:
 

8. Days of migration for harvest in coastal 
area:
 

9. Value of half day for harvest in coastal 
area:
 

10. Number of productive hours that the child loses in going to school during
 

harvest time
 

11. Approximate value per hour of work during harvest time:
 
12. Number of days in the school year for which points 10 and 11 
are applicable:
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EXPLICIT COSTS INCURRED BY FAMILIES INRURAL AREAS
FOR SENDING CHILDREN TO ELEMENTARY SCHOOL

(FIGURES GIVEN IN QUETZALS PER YEAR)
 

Payment 
 Payment 
 Payment 
 Payment 
 Value of 
 Value of
for Value of other
for other for 
 for 
 personal
textbooks school food 
 donations
trans-
 uniforms 
work 
 donations
material (including
portation 
 donated 
 lodgings for
 
to school 
 teachers)
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IV. PROGRAMMING STRATEGY FOR IMPLEMENTATION 

PROVIDE CONDITION FOR START-UP/ISSUE LEGAL PROVISION 

Approving: a. Regionalization project 
b. Organization or structure of operation
C. Organization for implementation
d. Designation of persons responsible for implementation 

SELECT AND INSTALL TRAINING EQUIPMENT 

SELECT AND INSTALL PROFESSIONAL PERSONNEL OF THE REGIONAL 
ORGANIZATIONS (REGION, DEPARTMENT, DISTRICT) 

Prepare Group II methodologically: 

LEND TRAINING EQUIPMENT: Information seminar 

Technological orchestration and preparation of 

materials 

READJUST SPECIFIC TRAINING PROGRAM (STP) FOR FIRST STAGE 

CARRY OUT STP: Information and motivation events 
STAGE I Development and dissemination of newsletters 

Radio and television programs
Information-motivation seminar: Group I (DR/TPR)* 
Evaluate information-motivation seminar Group I 
Information-motivation seminar: Group 1I(SD/D)* 
(regional subgroups I-1I-III-IV-V-VI) 
Evaluate info.-motivation seminars of each regional subgroup 
Evaluate Stage I 

CARRY OUT STAGE II: Participatory research-planning events 

Prepare Group I methodologically: seminar in 
methodological preparation (SMP) 
Evaluate SMP Group I 

(regional subgroups I-
II-III-IV-V-VI) 
Carry out participatory research-planning in each school 
district 
Regional subgroups I-II-III-IV-V-VI 
Evaluate implementation process 
Consolidate outputs per region 
Evaluate Stage II 

CARRY OUT STAGE III: 	 Identify and design regional plans, programs, and projects, 
region by region 
Identify and analyze regional reality 
Design regional plans, programs, and projects
Information events, consultation with communities 

Unexplained abbreviations 
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Adjust regional pidns, programs 
Evaluate Stage III 

CARRY OUT STAGE IV: 	 Begin plans, programs, and regional projects 
Schedule programs and projects for implementation 
Evaluate program
Begin implementation 
Evaluate implementation 
Carry out programs and/or projects 
Evaluate 

CARRY OUT TRAINING PROGRAMS AND PROJECTS 

Publish methodological series
 
Publish series on production of materials:
 

a. 	 Identify basic themes, methodologies, materials to be produced
(research) 

b. 	 Establish criteria for development 
c. 	 Develop 

Regional subgroups I-II-lII-IV-V-VI 
Evaluate implementation process 
Consolidate outputs per region 
Evaluate Stage II 

CARRY OUT STAGE III: Identify and design regional plans, programs, and 
projects, region by region 
Identify and analyze regional reality
Design regional plans, programs, and projects
Information events, consultation with communities 
Adjust regional plans, programs 
Evaluate Stage III 

CARRY OUT STAGE IV: 	 Implement plans, programs, and regional projects 
Schedule programs and projects for implementation 
Evaluate program
Begin implementation 
Evaluate implementation 
Carry out programs and/or projects 
Evaluate 

CARRY OUT TRAINING PROGP.AMS AND PROJECTS, nonformal modality 

Publish methodological series
 
Publish series on production of materials:
 

a. Identify basic themes, methodologies, materials to be produced
(research) 

b. 	 Establish criteria for development 
c. 	 Develop 
d. 	 Validation 
e. 	 Publish 
f. 	 Study and usage for user 
g. 	 Evaluate 
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CARRY OUT TRAINING PROGRAMS AND PROJECTS, NONFORMAL MODALITY 

Courses/seminars/workshops for supervisors and providers of guidelines
Regular professional training in educational supervision and administration: 

Supervisors 
Managers 

Regular professional training: teachers 

INFORMATION-MOTIVATION EVENTS FOR NORMAL SCHOOL TEACHERS AND 
STUDENTS
 

Newsletters: 	 Doctrinal series, series on methodologies, and production of 
materials 

Information-motivation seminar 

Evaluate 

CARRY OUT PROGRAMS AND PROJECTS IN CURRICULAR ADAPTATION AND 
DEVELOPMENT: 

Carry out Stage I: 	 Adaptation of curriculum 
Develop profiles 
Formulate objectives 
Select contents 
Structure curriculum 
Adapt curricular guides 
Evaluate Stage I 

Carry out Stage II: Introduction and adaptation of the curriculum 
Introduce and adapt curriculum 
Administer and supervise curriculum 
Evaluate curriculum 
Communicate and inform (permanent) 

DESIGN ADMINISTRATIVE SYSTEMS: Information, coordination, and administration of 
personnel, budgetary administration, decision-making, etc. 

CONSTRUCTION: (two and one-half years) 

Locate and acquire lands for construction 
Design and develop plans (three to five months)
Approve technical-legal documents 
Take bids: Convene (30 days) 

Prepare and receive bids (3 months)
Legalize contracting (8 months) 
(Controller's Office/Ministry of Finance)

Implement (7 months) 
Evaluate 
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FURNITURE: (two years) 

Design and approve prototypes 
Take bids 
Implement 
Evaluate 

EQUIPMENT: (two years) 

Develop lists with specifications 
Take bids 
Implement 
Evaluate 

TECHNICAL ASSISTANCE 

Organization, administration, planning, and design of systems (24 p/m)

Participative research and planning (12 p/rn)

Design of curriculum (18 p/rn)

Educational technology (30 p/m)

Preparation of textbooks and educational materials (15 p/m)

Training (1.5 p/m)
 
Social researcher (12 p/m)

Sociologist/psychologist/social communicator (42 p/m)
 

OUTSIDE EVALUATION (every two years) 
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V. FEASIBILITY OF PROJECT DEVELOPMENT
 

The persons carrying out this assignment feel that the project in Educational 
Supervision and Regionalization is feasible because of the following: 

A. POLITICAL FACTOR 

A.I 	 The constitutional precept of regionalizing the country's public
administration exists. 

A.2 	 As a consequence, there exists a clear political decision by the central 
government and therefore by the Ministry of Education to introduce and 
start up regionalization with the strategy of decentralizing the overall 
services of the educational system. 

Said decision presents conditions of viability, given the country's 
democratic status. 

B. SOCIOECONOMIC FACTOR 

B.I 	 The multicultural and multilingual reality of Guatemala; the economic 
and social imbalances among metropolitan, marginal-urban, urban, semi­
urban, and rural populations of the country; the existing limitations of
opportunities for coverage by education; all can be improved by means 
of the different strategies which this project envisages. 

As a result of said conditions, the project calls for maximum 
incorporation of the different population groups involved, either i's 
direct or indirect beneficiaries. According to the project they will, in 
any case, be active participating elements in its design and 
implementation. This is the social impact expected of the project. 

C. TECHNICAL FACTOR 

C.I 	 There is currently an edu'ational structure, organized by departments
and districts, which constitute a valid organizational basis as a starting
point for the regionalization scheme. 

C.2 	 The Ministry of Education has enough technical and experienced
personnel to be able to respond to the new requirements of the project in 
the breadth proposed. 

These staff members can be assigned according to the needs of the 
decentralization activity and in keeping with their specialties and
experience, and by giving them necessary training for a better 
performance. 

It is appropriate to point out here that the existence of these staff 
members could insure the implementation of the project, as far as
human resources are concerned, with a minimum increase in number of 
positions. 
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C.3 'he greatest need occurs in the aspect relating to administration and 

pedagogical responses to correct needs and requirements; noteworthy 

new regional and departmental services; for these 
necessary to plan for appropriate, functional, 

it will indeed be 
and economical 

constructions. 

D. RELEVANT EXPERIENCES WITH SIMILAR PROJECTS 

In the country there exist educational operations which approximate the 
among them are

the campesino nucleuses, the educational nucleuses for development (NEPADE), thefamily educational nucleuses for development (NUFED), the National Program forBilingual Education (PRONEBI), and the Outside-School Educational Program. All these can constitute operational models which should be taken into account for setting up the 
regionalization program. 

There also exist valid experiences in other sectors, like the Ministry ofAgriculture (DIGESA) and the Ministry of Health, which demonstrate that the effect ofthe projects is summarized in the proximity of the actions to the circumstances of thecommunity with which they have worked. The Ministry of Agriculture is practically
regionalized, and includes the budgetary system in the regionalization. 

E. ECONOMIC FACTOR 

The budget assigned to the Ministry of Education (1.8% of the GDP) obviously isinsufficient to meet the social demand for education. Moreover, it is felt that it is not
being used in a rational manner, nor is it being concentrated on the most urgent needs,nor producing, in terms of results and efficiency, the expected output. Without puttingaside the practicality of seeking an increase in the budget, either through national oroutside sources -- but rather supporting efforts in this regard - this project underscores
the criterion that this same budget could have a better impact and advantageous results
concerning the population involved; this would require rearranging and appropriately
readapting the different budget headings. 
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VI. ACHIEVEMENTS EXPECTED 

I. 	 Technical-administrative organization of six educational regions and two 
educational subregions in their different divisions, with their infrastructure, terms 
of reference, staff, description of duties, and base for the performance of the 
latter. 

2. 	 Availability of 629 persons duly trained for the management, administration,
supervision, and technical support at the regional, departmental, and district 
level. 

3. 	 Formation with the quality of university technician of 58% of the personnel in 
educational supervision. 

4. 	 Formation of a supervisory corps suitable for insuring the appropriate operation of
the educational programs and processes of the respective divisions of 
regionalization. 

5. 	 Formulation and implementation of deconcentrated budgetary practices in the
regional division to make the budgetary services more functional and speedier in 
responding to the requirements of the project. 

6. 	 Greater quantita-ive and qualitative performance of the educational system
(efficiency and effectiveness) in directly supporting the educational centers,
providing at the same time a more relevant curriculum for the community's needs. 

7. 	 Priority attention to the needs of the regionI itself with active participation by the 
population. 

8. 	 Benefitting rationally from the human, material, and technical resources of the
region, both in the Ministry of Education itself and in other ministries, 
institutions, and communities. 

9. 	 Design and implementation of a training system which can help to provide
qualified and motivated human resources for carrying out the project. 

10. 	 Availability of functional buildings equipped and adapted to the needs of the
project in accordance with possibilities of a financial nature. 

11. 	 Organization of a permanent system of information which will provide material 
for planning and decision-making. 

12. 	 Organization and implementation of a continuous evaluation system which will
make it possible to detect progress in the project and take timely corrective steps
regarding any erroneous actions. 

13. 	 Democratization of educational opportunities for the population. 
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5 ~vailable Document 

WV.PROGRAMMIN STRATEGY FO IAPLEMENTATION 
tOVIDE CONDITION FOR START-UPIISSUE LEGAL PROVISION 

'proving: 	 a: Regioalization project
b Organization or structure of operation
C. Organization for implementatior
d. Designation of persons responsible for implementation 

LECT AND INSTALL TRAINING EQUIPMENT 
LECT AND INSTALL PROFESSIONAL PERSONNEL OFtGANIZATIONS (REGION, DEPARTMENT. DISTRICT) 

THE REGIONAL 

:ND TRA.NING EQUIPMENT: Information seminar 

Techmological 	 orchestration and preparation of 
mraerials 

"AD3UST SPECIFIC TRAINING PROGRAM (STP)FOR FIRST STAGE 
%RRYOUT STP: Information and motivation evetsAGE I Development and dissemination of newslettersRadio and television programsInformation-motivaiton 

seminar: Group I (DR/TPR)*Evaluate information-motivation seminar Group IInlormation-motivation semtnar: Group It ID/D)*

(regional subgroups I-I-Ill-IV-V-VI)

Evaluate info.-motivation seminars ofeach regional subgroup
Evaluate Stage I 

%RRYOUT STAGE If: Participatory reseaxch-planning events 

Prepare Group I methodiolgically seminar inmethodological preparation (SMPj

Evaluate SMP Group I
Prepare Group II methodologically 
 (regioal subgroups I-
Il-llf-'V-V-V0)
Carry out participatorY research-planning in each school
district 

Evaluate implementation process I 	 I t Regional sdkgroups I-tl-lll-lv-V.vl
Consolidate outputs per region

Evaluate Stage II
 

http:I-tl-lll-lv-V.vl


ARRY OUT STAGE IlII Identify anddesign regional plans, programs, and projects, a J V 

Identity and analyze regional realityregior by region 
Design regional plans. programs, and projects
 

"fo""atonevents, consultation with communities
Adjust regional plans, programs

Evaluate Stage III
 

iRRY OUT STAGE Iv Begin Plans, Programs, and regional projects
Schedule programs and projects for implementation
Evaluate program

Begin ;mplensier~tation

Evaluate implementation

Carry out programs and/or projects

Evaluate 

IRRY OUT TRAINING PROGRAMS AND PROJECTS 

blish methodological series
 
Iish series on production of materials:
 

a. Identify basic themes, methodologies, materials to be producwe 

(research) _d .b. Establish criteria for development
C. Develop 

Regional subgroups I-I1-111l-V-V-Vl 
Evaluate implementation process

Consolidate outputs per regiv

Evalu.ute Stage II 

IRRY OUT STAGE Ills Identify and design regional plans, programs, and 
proects. region by region
Identify and analyze regioil reality
Design regional plans, Programs, and projects

Information events, consultation with communities
Adjust regional plans. programs

Evaluate Stage III
 

Schedule programs andprojects for implementation
 
Begin implenetation
Evaluate programEvaluate 

implementation -
Carry out programs and/cr projects
Fvaluate 



tAvailable DocLument
 

tY OUT TRAINING PROGRAMS AND PROJECTS, nonformal modality 
Publish methodological series
 
Publish series on production of materials:
 

a. Identify basic themes, methodologies, materials to be produced
(research)

b. Establish criteria for development 
c. Develop 
d. Validation 
e. Publish 
f. Study and usage for user 
g. Evaluate 

1Y OUT !RAINING PROGRAMS AND PROJECTS, NONFORMAL MOOALITY 

Courses/seminarsorkshops for supervisors and providers of guidelinesRegular professional training in educational supervision andadministrations
 
Supervisors
 
Managers

Regular professional training: teachers 

IMATION-MOTIVATION EVENTS FOR NORMAL SCHOOL TEACHERS AND STUDENTS 
Newsletters: Doctrinal series, series on methodologies, and production of
materials
 

informat on-mo tivation seminar 

Evaluate 

tY OUT PROGRAMS AND PROJECTS IN CURRICULAR ADAPTATION AND
LOPMENTt 

out Stage Is Adaptation of curriculum 
Develop profiies

Formulate objectives
 
Select contents
 
Structure curriculum
 
Adapt curricular guides
 
Evaluate Stage i
 

out Stage It 	 Introduction and adaptation of the curriculum 
Introduce and adapt curriculumAdminister and supervise ciriculum 

Evaluate curriculum	
-

Communicate and Inform (permanent) 



.Best Available Docume.. 

Msel,budgetary administration, decision-making, etc.
GN ADMINISTRATIVE SYSTEMS: Information, coordination. and administration of V - it. - I -STRUCTIONs (two and one-half years) I-. 

Locate and acquire lands for construction 
Design and develop plans (three to five months)

Approve technical-legal documents
 
Take bids. Convene Jodays)


Prepare and receive bids (3 months)
 

Legalize contracting (8 months)
(Controller's Office/Ministry of Finance)Implement (7 :nonths) 

Evaluate 

AITURE: (two years) 

Design and approve prototypes
Take bids
 
Implement
 
Evaluate
 

PMENT: (two years) 

Develop lists with specifications
 
Take bids
 
Implement
 
Evaluate
 

NICAL ASSISTANCE 

Organization, administration, planning, and design of systems (2s p/m)

Participative research and planning (12 p/m) 
 I A
Design of curriculum (1 p/m)

Educational technology (10p/m)

Preparation of textbooks and educational materials (I3 p/m)

Training (13 p/m)
 
Social reseircher (12 p/m)

Socilotst/psychologist/socLal commnicator (.. 
 - i 

IDE EVALUATION (every two years) 


