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13. SIMMARY -- 
The Bilingual Education Project was designed to asslst the 

GOG in improving the lingtiistic and curricular relevance of 
r~ral education for Mayan language speaking children by devel- 
oping bilingual educational materials which would improve and 
expand the pre-school bilingual Castellanizaci6n program 
through grade 2. The first year of project a-cti~ity was devot- 
ed to the formation of the project executive co~amittee, re- 
cruitment activity, stafr'ing of the project and revision of the 
bilingual materials for the - ~astcllanizaci6r prograin. 

Initiation of project activities was delayed one y~ear 
while the Ministry or' Education reorganization was finalized. 
Revisions were made to conditions precedent to initial dis- 
bursemeilt, so that the p~oject could fund technical assistance 
required to enable the GOG to meet originally envisioned condi- 
tions precedent. The Lif e-of -Pro ject f unaing was increases to 
cover the technical assistance contract. 

The first year af  he project implementation plan began jn 
July 1980 with the arrival of contract technicians. During the 
first year, project activities were hampered by a reassignment 
of project responsibilities within the Min.istry of Education, 
the GOG failure to approve the counterpart budget for 1980, a 
deterioration of the polj tical situation, and the commencement 
of a national literacy campaign. In spite of these obstacles, 
70% of the technjcal personnel were on bcard and approximately 
one-half of the revisea curriculun materials for the Castella- 
nizaci6n program had been deveioped as of the end of the pro j- 
ect's first year of activity. Prospects of achieving the pur- 
pose and goal renain good since the-allocation ~f 1981 counter- 
part funds was made and the curriculum development teams were 
formed and have revised the ~astellanizaci6n program. 

14. Evaluation Methoaology 

This is a scheduled progress evaluation covering the pe- 
riod August 1979 to Dec. 1981. The purpose of the evaluation 
is to determine whether reas~nable progress is being made to- 
ward reaching program objectives, to identify imk .,ementation 
bottlenecks, and to recommend appropriate corrective actions. 
The main sources of data were: (1) Bilingual Education Project 
monthly reports prepared by the GOG project director; (2) bi- 
monthly contractor (Inter-America Research Associates - IRA) 
reports; (3) an annlial report and operational plan for the Bi- 
lingual Education Project subnitted by IRA; and (4) interviews 
with Bilingual Education Project personnel conducted by USAID 
staff. While the focus of the evaluation is the overall rate 
of progress of the Bilingual Education Project, attention is 
directed to the areas where USAID through the contractor has 
concentrates technical assistance. 
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15. External Factors 

Several external factors served to impede the progress ot 
the project. 

A. Selection of Project Contractor 

The project was scheduled to start January 1, 1980, in 
synchronization with the Guatemalan school year which starts in 
February. A aispute between AID/Washington and AIR/Guatemala 
over source procurement procedures dslayed the selection of a 
contractor. The contract was signea six months late and the 
contractor began work July 1, 1980, with on-site activities 
initiated the second week of August. 

B. Political Situation 

The original baseline study for the project conducted 
in 1979 resulted in the selection of 40 experimental and 40 
comparison schools for field testing project materials. The 
changing political climate in Guatemala necessitated a revision 
of the project sites. This revision was a contributing factor 
to the postponement of the field testing of ~astellanizacidn 
materials. 

C. The Literacy Campaiqn 

Project implementation has been slowed by the diver- 
sion of human resources from the project to the literacy cam- 
paign. Three of the four members of the project steering com- 
mittee are key participants in directing the National Literacy 
Campaign. As the GOG has given priority to the literacy cam- 
paign, attendance by these members at Bilingual Education Proj- 
ect steering committee meetings has b ~ e n  sporadic at best. In 
addition, the MOE enlisted project personnel in the work of the 
literacy campaign auring the eleventh anu twelfth months of the 
project. 

Basic to the design of the Bilingual Education Project 
is the assumption that all curriculum materials developed by 
project staff members will be field testea in 40 experimental 
and comparison schools for formative evaluation purposes prior 
to final revision. The areas in which some of the project 
sch~ols are located have become a combat zone. In some in- 
stances schools have closed and the indigenous population has 
migrated to more secure regions. In other areas fear caused by 
the conflict Las made parents keep their children from attend- 
ing school. Thus enrollment rates are greatly reduced. Care- 
ful consideration was given to re-locating project schools, but 
as the conflict expands such a move has proved unfeasible. The 
steering committee ot the project has taken ii decision to con- 
tinue field testiqg in project schools were it is possible to 
do so. 



With attention turning to the election of March 1982, 
MOE pressure for project support of the literacy campaign di- 
minished. By the end of 1981, the MOE's previous attempts to 
involve the project in the literacy campaign was no longer 
considered a problem. 

A. Fai1.ure of GOG to Approve Counterpart Buaqet 

As a consequence of the GOG's failure to approve a 
counterpart budget for the project in 1980, the building to 
accommodate the project and the salaries for certain admin- 
istrative and technical personnel were not provided as orig- 
inally schsciuleu. In October 1980, an arrangement was made to 
house kiie project in the facility occupied by the Department of 
Social-Rural Education. The. first counterpart personnel were 
not hired until the first quarter of 1981. As of the end of 
the first year and a half of project activities, certain coun- 
terpart-financed positions had not been filled 2rimarily due to 
the delay in procurement with counterpart funds of office fur- 
niture and equipment. Although counterpart funds for 1981 were 
approved, purchase orders for procurement were delayed by the 
Ministry of Education due to the lengthy bureaucratic process 
involved in obtaining necessary clearances on procurement or- 
ders. 

B. Personnel Recruitment Problems 

Because of the deteriorating political situation, many 
North American anthropologists/linguists who were available to 
work as advisors with the project at the time of the original 
design left the country by July 1, 1980. IRA, with the consent 
of the Human Resources Division of USAID/Guatemala, decided to 
recruit indigenous Guatemalans fluent in Spanish and one of the 
project languages to supply the four 1inguists/anthropologists 
required and the four persons were hired in the fifth month of 
the project activities. 

MOE personnel whose salaries were funded by AID were 
contracted during the sixth month of the project. Several mem- 
bers fundea through the GOCi's counterpart ccntribution were 
employed in the ninth month of the project. Others still are 
yet to be contracted. Annex One otfers an analysis of the 
original projected hiring uates for project personnel versus 
the actual date members joined the project. The MOE's uelay in 
contracting project personnel is d~rectly attributable to the 
delayed availability of GOG funds designated to rent office 
space and purchase furniture for the project staff. 



B a s i c  o f f i c e  s u p p l i e s  were purchased  o u t  of  l o c a l  A I D  
funds .  The IRA c o n t r a c t  s p e c i f i e s  t h a t  IRA is r e s p o n s i b l e  f o r  
t h e  pu rchase  of " b a s i c  r e p r o d u c t i o n  equipment such  a s  d i t t o ,  
and mimeograph u n i t "  a s  w e l l  a s  f i v e  vehicles. Although t h e  
procurement  o f  v e h i c l e s  was completed on s c h e d u l e ,  t h e r e  was a  
d e l a y  i n  t h e  purchase  of  t h e  r e p r o d u c t i o n  equipment.  USAID/ 
Guatemala h a s  f o r m a l l y  reminded IHA of  i t s  c o n t r a c t  o b l i g a t i o n  
t o  pu rchase  t h e  equipment immediate ly .  

USAID/Guatemala h a s  h e l d  a, s e r i e s  of  mee t ings  w i t h  t h e  
p r o j e c t ' s  exec:utive c o u n c i l  and t h e  M i n i s t e r  o f  Educa t ion  t o  
e x p l a i n  t h e  cclncern t h a t  c o u n t e r p a r t  c o n t r i b u t i o n  f o r  t h e  p r o j -  
ect be  prov ided  on schedule .  I t  i s  hoped t h a t  con t inued  p r e s -  
sure by t h e  Mi.ssion w i l l  improve t h e  above s i t u a t i o n .  

1 7 .  Ou tpu t s  

The PP ca l l s  f o r  t h r e e  b a s i c  o u t p u t s  d u r i n g  t h e  f i r s t  y e a r  
of  t h e  p r o j e c t :  

1. The fo rma t ion  of t h e  f o u r  c u r r i c u l u m  aevelopment teams 
(one f o r  each  l anguage ) .  

2. The aevelopment of a r e v i s e a  c u r r i c u l u m  and p r o t o t y p e  
t e x t s  and v i s u a l  a i d s  f o r  t h e  C a s t e l l a n i z a c i 6 n  l e v e l .  

3 .  The implementat ion of  b a s i c  s t a f f  aevelopment a c t i v -  
i t i e s  and t h e  d e s i g n  o f  e v a l u a t i o n  and t e s t i n g  i n s t r u -  
ments t o  a s s e s s  l e a r n i n g  anu t h e  s u c c e s s  of t h e  proj.0 
ect. 

Output  No. 1 - Formula t ion  of  Curr iculum Development Teams 

There was a  g e n e r a l  d e l a y  i n  t h e  h i r i n g  of  p r o j e c t  person-  
n e l .  A s  o f  t h e  end of  t h e  t w e l f t h  month, a l l  t e c h n i c a l  person-  
n e l  were on board w i th  t h e  e x c e p t i o n  of two i l l u s t r a t o r s ,  one 
l i n g u i s t / a n t i ~ r o p o l o g i s t ,  fol lr  b i l i n g u a l  p romote r s ,  and two c u r -  
r i c u l u m  s p e c i a l i s t s .  On the s u p p o r t  and a d m i n i s t r a t i v e  s i d e ,  
a s  of t h e  end of t h e  f i r s t  twe lve  months, f i v e  d r i v e r s  and one 
s e c r e t a r y  had n o t  been h i r e d .  I t  is expec t ed  t h a t  a l l  pe rson-  
n e l  w i l l  be on board by t h e  end o f  t h e  t h i r t e e n t h  month. 

No major changes  of i n p u t s  t o  ach i eve  p r o j e c t  o u t p u t s  a r e  
deemed n e c e s s a r y  ;t t h i s  time. 



2. Output No. 2 - Development of Revised Castellanizaci6n 
Curriculum and Materials 

Because of the delayed hiring and the time required to 
revise the baseline study and selection of sites, the produc- 
tion of materials has been delayed. Approximately 50% of the 
revised ~astellanizaci6n materials have been developed and none 
have been field tested. IRA agreed that the revised inst.,uc- 
tional materials for Cas~ellanizaci6n would be ready for print- 
ing by November 1.5li1. They were produced ana distributea with 
Loan 025 funds. 

Output No. 3 - Staff Development 
IRA arranged for a f ive-week training course in basic lin- 

guistics and primer preparation for project personnel during 
the ninth and tenth month of the project. The course was suc- 
cessfully conducted by members of -the Guatemalan branch of the 
Summer Institute of Linguistics. 

IRA also contracted a consultant to revise the 1979 base- 
line study and selection of experimental and comparison schools 
for the project* In addition, a research and evaluation expert 
was contracted to develop an evaluation plan for the project as 
called for in the contract. 

18. Purpose 

The purpose of the project is to improve the linguistic 
and curricular relevance of rural education for monolingual 
Mayan-language-speaking children by developing bilingual educa- 
tion prototypes that will serve as alternatives for improving, 
and expinaing the pre-school Castellanizacion program through 
grade two. The project secks to (a) improve elementary educa- 
tion by making the instructional content of greater relevance 
to the rural socio-economic context; (b) improve elementary 
education through the provision of writing and learning activ- 
ities in a language the stucient understands; and, i c )  improve 
utilization of Guatemalan human and financial resources. 

A. Functional Bilingual Education Development ~dvisory 
Committee 

Attention duri~lg the first year and a half of project 
activity was focused on the formation of the above committee. 
At the time the Grant Agreement was signed, the MOE was giving 
consideration to moving the ~astellanizaci6n program from - SER 
to the GOG's non-formal education division. This change failea 
to occur and on December 5, 1980, the GOG submitted a request 
to USAID to make two changes in the basic aaministrative struc- 
ture of the project. First, the MOE requested that SER and not 



its sub-unit, the Castellanizcci6n section, act as the execu- 
tory unit of the project. Secondly, the c4OE asked that the 
Director of SER replace the Director of Non-Formal Education as 
a member of the project acivisory committee. USAID/Guatemala 
agreed to the above changes with the understanding that the 
head of the ~astella?izaciBn section be incorporated as an ex- 
oficio member of the advisory committee. 

Soon after the revised administrative structure was 
approved the GOG launched a large-scale literacy campaign ana 
two of the members of the project advisory committee were namea 
members of the national steering committee for the literacy 
campaign. A third member also has been actively involved in 
planning activities for the campaign. The sdvent of the liter- 
acy campaign with the incorporation of key advisory committee 
members adversely affected the functioning of the advisory com- 
mittee. 

However, by the end of 1981, MOE attention shifted 
away from the literacy campaign. Participation of the execu- 
tive council members began to improve. Also, a technical coun- 
cil was formed consisting of the director of the Department "of 
Rural Education, the project director and his technical assist- 
ant with the participation of the IRA principal auvisor and the 
USAID/Guatemala p~oject manager. The technical council assumed 
leadership for guiding the daily activities of the project with 
only major decisions left to the executive council. 

B. Nucleus of Bilingual Personnel Receiving In-Service 
Training ana Proviaing Leadership in Teacher Traininq 
ana Curriculum Adantation 

Staff recruitment, selection and in-service training 
dominated the first year's activities. There was, however, a 
six-month delay in the hizing of project personnel as discussed 
earlier. Training for bilingual promoters was carried out ac- 
cording to the revised project schedule of activities. 

C. Development of Curriculum Materials 

The prototype instructional materials for the Caste- 
llanizaci6n program were to be finished by the end of the first 
year of the project, but only half of the materials were com- 
pleted. By the enu of the first 18 months, all materials had 
been f inisheu. 



D. MOE P o l j ~ y  f o r  Country-Wide Implementat ion of B i l i n -  
q u a 1  Educa t ion  f o r  Non-Spani,sh Speaking Popu la t i on  

With t h e  r e v i s i o n  of  t h e  C a s t e l l a n i z a c i d n  m a t e r i a l s ,  
i n i t i a l  p r o g r e s s  was maae i n  aevelogming a na t i onwide  p o l i c y  f o r  
b i l i n g u a l  educa t ion .  The o r i g i n a l  EOPS a r e  s t i l l  c o n s i d e r e d  a 
gooa d e s c r i p t i o n  of what w i l l  have been ach i eved  by t h e  end of 
t h e  p r o j e c t  w i th  one e x c e p t i o n  d i s c u s s e d  i n  an  e a r l i e r  s e c t i o n  
of t h e  e v a l u a t i o n .  Due t o  p o l i t i c l s l  c i r c u m s t a n c e s ,  c u r r i c u l u m  
m a t e r i a l s  developed by t h e  p r o j e c t  w i l l  n o t  be f i e l d  t e s t e d  i n  
a l l  40 p r o j e c t  e x p e r i m e n t a l  s c h o o l s ,  

S e c t o r  Goal: t o  p r o v i d e  Guatemala ' s  r u r a l  poor ,  non- 
Span i sh  speak ing  c h i l d r e n  w i t h  g r e a t e r  e d u c a t i o n a l ,  s o c i a l  and 
economic o p p o r t u n i t i e s .  

Program Goal: To i n c r e d s e  a c c e s s  of  non-Spanish speak ing  
r u r a l  c h i l d r e n  t o  p r imary  g r a d e s  through L i n g u i s t i c  and c u r -  
r i c u l a r  r e l evance .  

Due t o  t h e  war be ing  waged i n  t h e  High lands  of  Guatemala, 
it was n e c e s s a r y  i n  May 1981  t o  r e v i s e  t h e  b a s e l i n e  s t u d y  o r i g -  
i n a l l y  conducted f o r  t h e  p r o j e c t .  i n  t h e  s p r i n g  of 1979. A f t e r  
t h e  f i n a l  s e l e c t i o n  of  e x p e r i m e n t a l  and comparison s c h o o l s  was 
made, a  d e t a i l e d  e v a l u a t i o n  p l a n  was d e v e l o p e d  wi th  d a t a  
g a t h e r i n g  s c h e d u l ~ d  t o  take p l a c e  i n  1982 th rough  1 9 8 4 .  During 
t h e  c o u r s e  of i ts  implementa t ion ,  t h e  e v a l u a t i o n  p l a n  w i l l .  
y i e l d  i n f o r m a t i o n  conce rn ing  n e c e s s a r y  r e v i s i o n s  of  t h e  c u r -  
r i c u l u m  m a t e r i a l s ,  needed improvements i n  t h e  a d m i n i s t r a t i o n  
s t r u c t u r e  of t h e  p r o j e c t ,  anu h a r a  d a t a  conce rn ing  p r o j e c t  i m -  
p a c t  on s c h o o l  re ten t ion / 'p romot ion  and s t u d e n t  achievement  
r a t e s .  

B e n e f i c i a r i e s  

Not p e r t i n e n t  a t  t h i s  time. 

21. Unplanned E f f e c t s  

Not p e r t i n e n t  a t  t h i s  time. 

Lessons  Learned 

A s  d i s c u s s e d  i n  p r e v i o u s  s e c t i o n s ,  two major f a c t o r s  have 
had a n  impact  on p r o j e c t  a c t i v i t i e s :  t h e  n a t i o n a l  l i t e r a c y  
campaign and t h e  e s c a l a t i n g  war i n  t h e  High lanas .  The expe r -  
i e n c e  o f  t h e  MOEta a t t e m p t s  t o  d i v e r t  p r o j e c t  r e s o u r c e s  t o  t h e  
l i t e r a c y  campaign demons t r a t ed  t h e  need f o r  b a s i c  aahe rence  t o  



project goals and at the same time a spirit of compromise to 
assure the cooperation and support of the project's executive 
council members, most of whom were involveu in key positions of 
the literacy campaign. Through delicate negotiations, the 
project managed to continue with its primary activities of pro- 
ducing pre-primary curriculum materials and yet allow a limited 
number of staff members to prepare primers in the indigenous 
languages of the project for the campaign. The project thus 
elicited the good will of key ministry personnel and also con- 
tinued to focus on achieving basic project outputs. 

The problem of the increasing violence in the Highlands 
has demanded a certain flexibility on the part of all project 
members involved in planning and evaluation dctivities. As 
indicated earlier, a revision of the 1979 baseline stuay se- 
lecting 40 experimental and comparison schools was completed. 
It soon became apparent that a number of these 80 schools were 
located in sites of guerrilla-army encounters. Some schools 
have been temporarily closed.' Supervision visits by staff mem- 
bers have been curtailed. When visits were possible, project 
members have had to travel often by public transportation to 
reach school sites. With this in mind, the project will have 
to continue to adapt to the political circumstances of the 
country ana yet be lea by a clear vision of basic project goals. 


