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DATE: isugust 27, 1987 

SUBJECT: Primary muca t ion  Management Inprovement Pro jec t  

Your approval is requested. f o r  a Grant o f  $500,000 from Sect ion 105 of the 
Foreign Assistance Pc t  of 1061, as amend4 t o  t he  Ministry of  Edusation of t h e  
Government of Guatemala f o r  the Minis t ry ' s  Primary Elucation Nanagunent 
Improvement Project .  

Discussion: 

A. Projec t  Purpose and Description 

!Jhe purpose of t he  p r o j e c t  is t o  s t rengthen the  management capaci ty  of  
t h e  r q i o n a l  o f f i c e s  of education and improve s h w l  sapervis ion,  
p a r t i c u l a r l y  j.n t he  r u r a l  primary schools. 

The MOE has had a highly cen t r a l i zed  adminis t ra t ive  s t r u c t u r e ,  but, it has 
r x c q n i z e d  t h a t  t he  needs and condi t ions  of the  ~ v e r a l  regions  a r e  
d i f f e r e n t  s o  t h a t  s m  adjustments need t o  be made with t he  s c h m l s  on a 
regional  basis .  i't a l s o  has  r e c o g n i z d  t h a t  with the d e f i c i e n c i e s  t h a t  
e x i s t ,  it is n o t  L ~ s s i b l e  t o  administer  t he  schools e f f e c t i v e l y  from j u s t  
a c e n t r a l  o f f i c e ,  accordingly t he  lYOE is i n  the process of 
regional izat ion.  

?his p r o j e c t  is t o  a s s i s t  the MOE as it takes the  beginning s t e p  s o  Lh't 
th? reg iona l iza t ion  process may proceed e f f e z t i v e l y  m d  r e s u l t  i n  its 
goal of providing b e t t e r  adminis t ra t ion  and supervis ion f o r  the szhools,  
p r t i c u l a r l y  the r u r a l  p r b a r y  schools  which need s,mial a t t e n t i o n .  

Pzojec t I4= t i v i  t ies - 
'Ihe reg iona l iza t ion  process  w i l l  c r e a t e  m j o r  changes i n  t h e  adminis t ra t ive  
a d  supervisory s l i c i e s  and procedures s o  f a r  t h e  process to be successful ,  a 
massive !raining e f f e c t  w i l l  be reguirsd before t he  reg iona l  o f f i c e s  can 
function e f f ec t i ve ly .  ?he major compnent of t h i s  p ro j ec t  w i l l  provide t h i s  
e s s e n t i a l  t r a i n i n g  through workshops and the  in-service and community s e rv i ce  
a c t i v i t i e s .  



'Ihe ottier corpxcnt w i l l  sl:ppxt the training effor t  by providing appropriate 
of Eice itnd educational m i , m n t  for the regional education centers. 

Qnfonnity with GCG - USAID Strategy 

The prog ~sed project is consistent w i t h  the G o v ~ r m n t  of Gtraremda's 
priority development needs as well as with NBCf4  and Mission goals and 
objectives of specding the benefits of economic growth and strenqthenincj 
dunocractic processes antl institutions. It is designed to proviilr more 
effective administration for the schools and particularly the rural 
primary schools so that the rural prinlary schools w i l l  provide education 
that is of higher quality anri more suitable to the needs of the rural 
sector. 

Beneficiaries 

?he beneficiaries w i l l  be the more h n ' o n e  million pupils now attending 
primary schools and particularly the more than one-half million pupils in  
the rural priinary schools and the two hundred thousand or more rural 
children who could k attending the rural primzry schools i f  the schools 
were better organized a d  adninisterd. 

Financial Requiremnts 

!the total  cost of the project is $940,000 over a three-year period of 
which $500,000 would t~ contributed blr USAID. 

'Ihe dollar arciiunts are broken down as  follows: 

Training 
Office Furniture 
Ins t ruc t io~al  m i p n e n t  
Vehicles 
Evaluation/Audit 
Contingencies 

$198,700 
38,100 
97,200 
96,000 
20,000 
SO, 000 

g1e mngress was notified on July 17. The notification expired on July 
31. A Budget allowance for the $500,000 for the project has .been 
received. 

Waivers 

Pbne required. 



'Ihat you apyrove t ! e  grant of $500,000 for the project: by signing t h e  attached 
Project Authorization, and Project Face Sheet. 

Attachment: Project &per 
Project Authorization 

Drafted by: CGreen, OHRD {# 

Clearances : 



Name of Country/Entity: C;uatemla 

Name of Project: Pr h r y  Fduca t ion Management Inprovemen t 

Mmber of Project: 520-0320 

1. Pursuant t o  Section 105 of the Fo~eign Assistance Act of 1961, a s  
amcm3ed, I hereby authorize the Primary Education Management Improvemnt 
Project for C;.atunala involving planned obligations of not t o  exceed $500,000 
in  grant funds over a three year period from date of autharization subject t o  
the a v a i h b i l i t y  of funds i n  ac~ordance with the A. I .D. OZ3/allotwnt process, 
t o  help i n  financing foreign exchange local currency costs  for the 
project. The planned l i f e  of the project  is t h r e  (3) years from the date of 
i n i t i a l  obligation. 

2. !the project consists of strengthening !he program rrunagement ca,pacity of 
regional offices of education and improving rura l  school supervision, t!!rough 
the Ministry of E=duc.tion. - 
3. n?e Project Acjreemnt which may be negotiated and executed by the 
officer  (s) to whom such authority is delegated i n  accordance w i t h  A. I.D. 
regulations ~ r ! d  Delegations of Authority sha l l  be subject t o  the following 
essential  terms and major conditions, together with such other terms and 
conditions a s  A.I.D. may deem appropriate. 

a. Source and Oriqin of Corruncdities, Nationality of Services 

Commdities financed by A.I.D. under the project sha l l  have the i r  
source and origin i n  the  United States (A.I.D. Geographic Code 
000) , the cooperating country, o r  other countries include2 in' the 
Q-ntral Amrican Cormnon Market (CAOI) ,  exce,?t a s  A.I.D. may 
otherwise agree i n  . writing. Ekcept for ocean shipping, the 
sup2liers of c o ~ i t i e s  or  services sha l l  have the U.S., the 
~ o o ~ e r a t i n g .  country, or other countries included in  thn CI:CI\I a s  
thei r  place..of nationality, except as A. I.D. may otherwise agree i n  
writing. 



Ocean s h i p ~ i n g  E imcd by A. T.D. under {:he p ro j~x t  shall, except 
as A . I . D .  my otherwise agree in writing, b2 f i l l~1l1~~ed only an f lag 
vessel of the 7 '  S., the  coo,mratiq country, or okhcr countrics 
included i n  tkre .ACM. 

Clearances: 

Mission Director 



In 1981, the National Cconomhc Planning Council (CNPE) and the Ministry 

of JXIclcation (i\.X3E) developed an integrated approach for improving the 

country" r u r a l  primary ducation system. Focusing on access, quality and 

efficiency of rural primary education, the W E  and MOE designed four projects 

which taken together repcesent a significant effort to increase the number of 

children enrolled in prinary school and to improve the quality and efficiency 

of education which they receive. The first project, financed by the 

Interamxican Development Bank ( I D B ) ,  involves the construction of about: 200 

rural primary schools. The second, funded by The World Bank (IBRD), supports 

the creation of a national textbook program to provide primary schools 

students with free textboolcs. ?he third project, funded by AID, supports the 

institutionalization of a national bilingual education program to meet the 

needs of Indian prirnacy school children. Ihe fourth project, is a program to 

s w r t  the decentralization of the administration of the schools by creating 

eight regional offices. AID is participating with other assistance agencies 

(WP-/UNICEF) in the financing of this program. It should be 

emphasized that the above four activities were conceived in an integrated 

manner. For example, providing additional schools, textbooks, and a bilingual 

education program will have more impact if the administration of these new 

resources can be improved. Breaking the country down into eight regional 

administrative units can help significantly to make the administrative 

functions more efficient and effective. 

m e  MOE adopted a regionalization strategy to improve the administration 

of schools. MOE planners believe that the N O '  is too centralized and that 

technical resources, as we11 as program management functions, must be 

decentralized to facilitate better school administration. Concurrently, 

supervisors are to be trained as they will be expected to implement new 

streamlined procedures under a regionalized adrnini~~trative scheme. 

Guatemala's Constitutional Assembly recognized the need for making the 

educational system more responsive to regional needs. Chapter 11, Article 76 

of the constitution, states: "Ihe administration of "he educational system 



will be decentralized and ~ionalizt-d. " Since the new civilian government 

t o o k  over in January 1986, two important laws have been promulgated. One 

outlines the process for regiomlized developnt and national participation 

in developnent and the other sets the basis for a decentralized administrative 

organization. The decrees under these laws were issued between January and 

June, 1986. 

Since the creation of regional offices will cause major changes in 

administrative policies and procedures, a large training effort will be 

required .so that the regional officers, supervisors, teachers and cmunities 

understand what the changes involve and are prepared to function in the newly 

created systen. Ibis AID project, the Primary MaMgenent Improvement Project, 

will provide this training plus the amisition of essential esuipnent. 

0. RELATICNSHIP ?O USAID AND OF GUATEMATA STRATEGY 

me Mission studied the MOE's remest for assistance with the plans to 
4 decentralize the administrative functions and examined the level of priority 

for the regionalization improvement project. A s m r y  of current Govermnt 
of Guatemala (a) education sector developnent strategies and MOE objectives 

I contained in the new 1987-1991 national developnent plan follows: 

1. COG Sector Strategy 

The national developnent strategy calls for an equitable and 

judicious distribution of services, improved uuality of services,-and better 

alignment of services with regional characteristics and necessities. As a 

con-seauence of this, the strategy of the educational sector is oriented to a 

'rational expansion and improvement of educational services through a more. 

efficient use of existing resources and a better distribution and utilization 

of new resources. 



a. enera1 Sector Objectives over the Medium Wrm 

1) To promote ewal educational developnent throughout the 

country by mans of regiomlization and educational 

su~ervision im~rovemen:~. 

2) Tb attain a greater distribution of educational 

opportunities so that the majority of the country's 

population (especially in the rural and urban marginal 

areas) may benefit from this service. 

3) To improve the organizational and managerial capacity of 

the education sector so that it may more adechlately 

fulfill its responsibilities. This will be accomplished 

by restructuring and decentralization administrative 

systems and procedures. 

4 )  To expand and improve educational services to increase 

enrollrent rates and to make educational programs more 

responsive and relevant to the needs and characteristics 

of the population. 

b. Wng Term Sector Objectives 

1) To facilitate the expansion of educational services to 

achieve universal primary education enrollment by the 

year 1990. 

2) To augment the efficiency of primary education in order 

to reach a completion rate of 75 percent by the year 1990. 

3) lb eliminate adult illiteracy by the year 2000. 



Relationship to ongoing MOE Proqrams 

a7e MOE is currently implementing 3 rural education improvement 

programs. IDB, IBRD and AID are the major contributors to the MLlE program 

efforts. m e  IDB and IBRD projects include school construction, curriculum 

development, textbooks/materials and teacher training. It is expected that 

these interventions will lead to improvements in access, uuality and 

efficiency of primary schools. 'Ihe AID-funded Bilingual Education Project has 

expanded the coverage of a pre-primary through fourth grade bilingual 

curriculum to 400 schools and includes curriculum/nraterials developnt, 

teacher training and school commodities. mis project is also expected to 

contribute to access, uuality and efficiency gains. The combine3 external 

funding tot& for the three programs is $50.0 million. 

According to blOE officials, the proposed I1~egionalization" program 

is needed to complement the efforts of the foregoing projects and to make 

educational services more relevant to the needs of various population groups. 

Sirrce the proposed program is oriented to supporting the developnent of a 

regiohal administrative capacity, it will play an important role in 

streamlining other projects. The proposed prqram will focus on developing 

more effective and agile mechanisms which will facili.tate the articulation, 

execution and follow-up of MOE rural education improvement programs. The 

proposed program will enhance the impact of various MOE programs, particularly 

the large on-going IDB, IBRD and AID projects. The program is being financed 

by the UNDP, UNEXD, UNICEF and AID. Tl~e role that AID will play is through 

its Primary Education Management Improvement Project . 
3. &la tionship of the Primary Mucation Manaqement Iqrovemen t 

Project to the Mission Strategy 

The proposed AID project is congruent with the Mission's current 

country strategy. By improving the administration of schools, the project 

will contribute to better educational opportunities for all children, but 

especially those with the rural sector. This in turn will help develop a more 



educated m r k  force, a pcereauisite to accompany the Mission's goal of 

increased rural income and productivity. 

On-going research continues to document the fundamental importance 

of education in the developnt process. Farmers with four grades of primary 

education are more productive than their non-literate counterparts and have 

higher lifetime earnings as a result of their education. Recent United 

Nations studies show that women with a basic education have smaller families 

and healthier children. Basic education is necessary if the rural population 

is to take advantage of innovative technological changes. In short, as 

pointed out in a World Bank Study entitled "Eiucation and Income," the 

developmnt and transmission of basic knowledge and skills is at the heart of 
I/ all economic deve1opnent.- 

!lhe AID Project is in direct response to eduzation developent 

recmndations of the National Bipartisan Comnission on Central Fmerica 

&port. The fieport calls for the elimination of illiteracy and the 

achievement of universal access to primary education. The Report also focuses 

on the need for improving the quality and efficiency of primary education. 

'ke Mission is fully aware of the need to improve the efficiency of education 

services in Guatemala. 'ke W E  has a low budget in comparison to other 

countries in the Iatin American region and population growth is high in 

Guatemala. These are two compiling reasons for supporting projects oriented 

to improving efficiency, but which do not remire significant additional 

financing by Guat~mla. The proposed project includes interventions which can 

rapidly affect resource efficiency. For example, the capacity of primary 

schools that are currently only used half-day can double through the 

introduction of double sessions rewiring only marginal additional funding. 

1/ KING, Timothy, "Education and Income," World Bank Staff Working Paper - 
No. 402, July, 1980. 



?hroucjh the i nt:rcduction of a flexible .school calendar adjurited to rcy iot~crl 

production p~tterns, clirni~tc and migration patterns, studcnt repetition <ind 

desertion ratos can he rduccd. l%ese measures can make significant 

contributions toward improved efficiency of educational services. 

C. - PfWEXY DESCRIPTION 

1. Perceived Problem 

With the exception of Haiti, Guatemala has the lowest primary 

school. enr:ullrrent rate in the Western hemisphere with only 67 prcent of the 

school-age children enrolled in primary school. The 1978 and 1985 AID 

Education Sector Assessments indicate that 50 percent of the rural students 

who enroll in first grade repeat that grade ab~d that about 75 percent drop-out 

by fourth grade. W e n t  studies by AID and the Wmld Bank show that only 20% 

of the rural students who enter first grade complete' the sixth grade. 

Ektreinely high drop-out a d  repetition rates lead to a large wastage of scarce 

resources available for primary education. For example, in rural areas it 

costs the system 18 pupil years to produce a sixth grade graduate. 

'Ihe W E  is making strong efforts to inprove its primary education 

programs but had not made a significant effort to improve the administration 

of rural primary education until the GOG regionalization program was 

prepred. The AID-funded Eklucation Mhinistration Project ($880,000 Grant) 

and WSCO studies have pointed out a series of administrative and supervisory 

deficiencies which seriously constrain the deployrent of programs aimed at 

improving rural primary education. GOG authorities are now focusing on needed 

improvenients in administration and supervision in the sector, particulary in 

the following areas: 

1. Excessive Concentration of Authority and Technical/ 

Administrative Personnel. 

Centralized administration (characteristics of the Guat~ml-an 

public sector) chafinela decision-making and problem-solving work througl the 



office oE the Minister of Fducation. lhere is a tendency for even the least 

important decision to be made at the central level. .Small issues atsorh 

valuable time, and serious problems continue, causing stagnation of 

educational services, since there i s  saturation of operational problems at 

high decision levels. Many problems could be resnlved closer to the school 

level if appropriate offices of education (with authority and resources) 

existed outside of Guatemala City. Excessive corcentration does not apply to 

decision making alone; it also affects resources and services distrihtion. 

For example, instructional materials and supplies which are badly needed at 

the school site level remain for long periods of time in Guatemala City 

warehouses. Because of the lack of an effective logistics (or distribution) 

system, teachers and principals c m  personally to the capital to obtain arm 

loads of materials and supplies. 

Also characteristic of the MOE1s centralized bureaucracy is 

the application of a single national school calendar. Central MOE 

administrators with inadeuuate knowledge of local production cycles or 

migration patterns apply a rigid calendar to all regions. As a result., the 

large number of children who yearly migrate with their parents to the South 

coast are unable to complete the school year. Upon their return, these 

migrant students either repeat the same grade or in many instances drop out of 

the system. 

Still other inefficiencies result from an overly centralized 

administrative ~ystem. Fbr examplk, lacking knowledge of local school 

enrollment patterns, central level MOE administrators often assign teachers to 

schools which have a low teacher/ student ratio. Limited prirrury school human 

and physical resources are deployed in an inefficient manner because all basic 

decisivn-making actions are carried out by a rigid, centralized bureaucracy 

with insufficient knowledge of local conditions. 



2. - Weakness oE ftural -- srvision - and Instructional Support - 

Supervisors visit .schools for which they are responsible at 

the mst twice a year. Because of their infrequency, such visits are 

primarily ritualistic and inspectional in nature, with merely a cursory review 

of the pedagogical auality of the .school program. Lack of adequate 

supervision on a regular basis often leads to unacceptable practices by 

primary school directors and teachers. An evaluation of the impact of Am 

inwlvement in the ellucatioi? sector in Guatemala pointed to the strong need 

for improved supervision of rural schools at least to insure regular teacher 
2/ attendance and to monitor the academic proqress of rural students.- 

mere is a logical d?xplanation for the lack of contact between 

.supervisors and schools and for the dearth of technical support to schools. 

Supervisors are e m t e d  to monitor tho administrative and technical 

functioning of a large number of primary schools. Yet, they are constrained 

by inadmate logistic support (transportation, supplies, per diem, personnel, 

etc.), and lack technical training necessary in such areas as: research, 

progrming, curriculum adaptation, materials preparation and evaluation. In 

short, lack of logistical office supprt, as well as lack of training to 

perform their role, make school supervisors ineffective in carrying out their 

responsibilities, prticularly for the rural schools. 

me current division of responsibilities for school 
supervisors is uneven and inefficient and does not reflect shoo1 dispersion 

and access conditions. ?he following Table analyzes the distribution of 

workloads in three educationai regions of the country. As indicated in the. 

table, the departrental supervisor in El Wiche is responsible for monitoring 

the work of 13 district supervisors, while his counterpart in less remote El 

2/ Seeley , Ned, et. al. , "Evaluation of USAID-Assisted Educational Sector - 
Program in CXlate,mla, 1969-1983,'' kcankr, 1983. 



Progreso supervises only two. Similarly, a d i s t r i c t  supervisor i n  

Quetzaltenango is responsible for monitoring 421 teachers while h i s  

counterpart in  E l  Quiche is responsible for only 96 teachers. 

TABLE No. 1 

RELATIONSHIP BFlWEEN SUPERVISOR3, SCH03LS, AND TEJOElG IN 'IHREE REGIONS 

R A T I O  

DEPZMDlENT DISTRICT DISTRICT 

TO DISTRICT SUPERVISOR SUPERVISOR 

DEP- SUPERVISOR TO SCHOOL 10 'JEKXER 

I. W E S M  HIGKIANOS Que t zalt,enango 1/6 1/90 1/421 

San Marcos 1/1 1/l10 1/301 

(Superv./School 1/88) Huehuetenango 1/8 1/l11 1/235 

(S-rv./Teacher 1/248) lbtonicapan 1/2 1/l07 1/288 

E l  Quiche 1/13 1/47 1/96 

Solola 1/6 1/62 1/l48 

111. EASTERTJ Santa Msa 1/4 1 /74  1/251 

Ju tiapa 1/5 1/82 1/276 

(Superv.'/School 1/77) Jalapa 1/2 1/77 1/249 

(Superv./lkacher 1/251) Chiauimula 1/4 1/73 1/237 

V. CENTRAL E l  Progreso 1/2 1/'59 1/131 

Zacapa 1/3 1/62 1/234 

(Superv. /School 1/54) Baja Verapaz 1/6 1/40 1/109 

(Su,perv. /!kacher 1/158) 



'fie GOG is aware of the serlous administration and supervision problems 

which do not permit the full development of rural education programs. With 

assistance from UNESC'O, the WE carried out a series of studies to identify 
3/ rural education administration and supervision deficiencies. m e  studies- 

call for the (1) creation of several educational regions; (2) improvement of 

the rural supervision system; and (3) reorganization of supervision districts. 

The National Development Plan - Educational Sector (1979-1982) 
identified as a high sector priority the "kgionalization of aucational 

Administration." ?kcording to the plan, regionalization is needed to provide 

a better fit between the supply and demand for educational servic:es in each 

rqion of the country. In order to accomplish this task, several regional 

directorates were identified to administer regional educational services. 

Moreover, the emergency 1983-1985 National Development Plan called for an 

accelerated administrative decentralization and supervisory inprovemnt by the 

MOE. 

In 1986, the Minister of mucation officially requested AID'S assistance 

for the regionalization program, pointing out that the developnt of adequate 

regional adrninistratio~~ is necessary and vitally important for improving 

education services in rural areas. The USPJD Missicn is aware of the negative 

effects of administration and supervision deficiencies on program 

implementation through implementation bottlenecks and follow-up deficiencies 

experienced under its education mans 015 (Primary IMucation Project), 025 

(Rural Primary Education Project) and 029 (Primary School fbxonstruction 

Project), and through the mny delays experienced by other donor activities 

and is interested in supporting the regionalization program. 

3/ "Educational Problemsand ?heir Implications for Supervisj.on," - 
UNESo/NOE, 1980; "fiegionalization and Supervision of Fducation, I' 
UNm/KIE/SEGEPLAN, 1981; and "Diagnosis of Training Weds of 
Educational Suprvisors, " USIPE, November, 1985. 



'ib ass i s t  t he  MOE develop and consolidate a regionalization process 
r 

which w i l l  gradually lead t o  improvcmcnts in the efficiency of the educational 

systm. 

2. Purpose 

Tb strengthen the prqram management capacity of regional offices of 

education and improve in-service training and school supervision, particularly 

for rural  primary schools. 

a. A se r ies  of workshops t o  acquaint the par t ic ipmts  w i t h  the 

changes and recmiremnts involved in  the r e g i ~ ~ m l i z a t i o n  process 

w i l l  be held in each of the 8 regions involving regional 

officers,  suprvisars ,  teachers and c m u n i t y  leaders. 

b. Each oE the 8 regional off ices  w i l l  have the audiovisual and 

other educational e s u i ~ n t  and supplies t o  provide for the 

workshops and various in-ssrvice training and comnunity rela.tions 
. . 

act iv i t ies .  

c. hen of the 8 regional off ices  w i l l  be ful ly wipped i n  order t o  

carry out the essential a&ninistrative and supxvisory 

functions. l h i s  w i l l  include one vehicle for the operation of 

each off ice. 

Sime the process of rctqionalization w i l l  create major changes i n  

administrative policies an2 procedures, a d  since the AID project is 

sswnt ia l ly  t o  help inaugurate t he  precess, vast improvements in 

administrat i~n an3 ruprvision are  not t o  be e x p t ~ d  rapidly, howlver, tho 

following achievem~nts sh:tlld O C C U K :  



1. Eight regional administration, supervision and program support 

centers functioning. Each center will have a) technical and 

administrative personnel needed to monitor and support program 

implementation; t) prcyrams for training regional, department, 

district and school pesomel; and c) equipment for materials 

design/production. 

2. School cornunity councils functioning at all levels from the 

municipal district to the region. 

3. Curriculum adaptation and program efficiency improvement needs and 

options identified in eight regions and corresponding regional action 

plans developed. 

4 . .  School calendars and schedules adapted to regional and district 
prduction cycles and migration patterns. 

5. hder-utilized school buildings and personnel identified and 

appropriate utilization measures adopted on a regional basis. 

G. PfMJE)ZT ACTIVITIES 

Tbe project has two principal activities: (1) a training program which 

will make i't possible for each regional center to carry out its educational 
I 

leadership, administrative and supervisory functions; (2) a program to equip 

each office so that it can effectively administer and supervise the school in 

its region; and to equip each office as an educational and training center so 

that it can darry on various workshops and in-service and comnunity service 

activities. Both of these activities will be directed toward making the I 

regional offices strong enough so that the regionalization process gets off to 
a good start and results in the improvement of the administration and 

supervision of the schools, particularly in the rural areas. 



?he training program will be conducted through workshops and other 

in-service and cormunity service activities. ?he program will emphasize the 

following administrative areas: 

1) Determination of technical and administrative spheres of influence, 

e.g., general administrative and technical functions by level and 

expansion of general functions into subfunctions representing 

responsibilities. ' 

2) Division of responsibilities into aperational concepts (tasks) to be 

carried out at each level -- region, department, district. 

3) Diagraming of responsibility to depict lines of authority, 

comnunication and work flow. 

4 )  Preparation of joh descriptions and specificatiort of qualifications 

reauired for new personnel, and assessment of existing personnel 

capabilities. 

5 )  Identification, screening, and assignment of new personnel. 

6) Preparation of training plans for orientation of GOG personnel to new 

roles and for improved performance within existing roles. 

7) Training, evaiuation, assigmnt and reassignment of personnel. 

8) Establishment of accountability criteria for region, department, and 

district and school levels. 

9) School administration and supervision 

Training in technical educational areas will include: 

a) Program mnagcment 
b) Survey research 



C) Microplanning 

d) Curriculum planning 

e )  Program evaluation, and 

f ) Teacher tiaining . 

Training in school-comnunity relations will. include: 

a) Introduction of regionalization concept. 

b) Creating and maintaining school-conmunity committees. 

.c) Involving the comnunity in decision-making process. 

G. IMPLEMENTATION PLim - 

1. Project Actministration 

Within the Ministry of Education, the General Directorate of 

Education will be responsible for coordinating implementation of activities 

under the present Grant. m e  MOE will provide office space, project 

administration and secretarial support needed. Grant funds will be used to 

finance costs, such as the workshops and various training activities, office 

and ducational eauipment, vzhicle operation and maintenance, comnications, 

and reproduction. The Directorate General will receive eight vehicles, to be 

purchased with Grant funds, which will be used exclusively by the educational 

regional offices in the exercise of their duties. The MOE will procure 

through the Directorate General of Education, the necessary materials, 

furnishings and supplies while USAID will act as procurement agent for 

vehicles and other ewipment according to a mutually acceptable arrengement. 

See equipxnt list in Appendix 111. m e  Office of Human Resources Development 

(OHRDj will be the Mission's office in charge of project monitoring. 

?he method of financing will consist of advances which will be 

provided to the Directorate Gnetal of Ei!ucation upon presentation of 

quarterly disbursement plans, fi.sca1 reports and vouchers. A revolving fund 

will be established to cover mnthly expenditures. ?he General Directorate of 



Education will present monthly liquidations to USAID following standard fiscal 

procedures. 

'The MOE will prepare a time-phased implementation plan for project 

activities. The plan will be divided by quarters. The duration of the grant 

will be three years. 

2) Training of Personnel ..- 

Tra1t:ir-q to be offered by the MOE will start with needs 

assessments for regional, departmental, district and selected school 

personnel. Based on results of the needs assessment, appropriate workshops 

and delivery strategies will be designed. Workshops will be p r o g r d  by 

region, by department and by district. The MOE will also organize and conduct 

seminars, workshops, round tables, etc., to facilitate exchange of information 

and 2xperiences among national level, regional, departmental and district 

personnel on key issues of regionalizatian. It is expected that regions will 

progress at different rates and thet some may advance mre rapidly than 

others. ?bus, sharing of experiences will be valuable. 

Ihe training will use personnel assigned by the MOE and some 

personnel contracted with AID funding. It is expected that the Ministry will 

draw technical and administrative perso~el from USIPE and hire local training 

advisors using Grant funds. 

The Grant will also cover transportation and wr diem costs when 

necessary (travel to courses, seminars, travel by trainers), with bloJ3 using 

regional normal schools and other facilities to hold training courses. Some 

of the training may be delivered using radio and correspondence mechanisms, 

including public radio station time where feasible. Grant funds may be used 

to purchase radio time in areas where public radio coverage is deficient. 

Grant funds may also be used to contract training services from private 

institutions such as FEGER, I s m ,  etc. To the extent possible, the MOE will 

Use camrcial newspapers to disseminate training material and information on 

the regionalization program. It is expxtcd that the National Non-L;'ormal 



Education -retariat will support inform~tion dissemination activities 

through its radio and newspaper. Grant funds will be used to purchase office, 

teaching/demonstration equipnt and one vehicle for each of the eight 

regional centers. 

H. FINANCIAL PIAN 

1. - AID mntribution to the Project 

!Ihe contribution of the AIDMission will be up to $500,000, to be 

provided over a 3 year period. AID will finance training ($198,700) office 

esuipnent for the eight regional offices ($38,100), instructional equipment 

for the eight offices ($97,200), eight vehicles ($96,000), evaluations 

($15,000) , and audit ($5,000) and the rest for contingencies and inflation. 

2. MOE Contribution to the Project 

Tne MOE contribution to the program in kind and cash will be 

equivalent to $440,000 and covers salaries of regional office persomel, 

salaries of departmental supervisors, and operating costs besides the use of 

MOE facilities. Details of the financial plan are given in Appndix 11. 

I. EVALUATION PLAN 

Process Evaluation 

nJo external evaluations of the project will be carried out with 

Grant funds. ?he first evaluation will be in the middle of the project 

'implementation, and the second one at the end of the project. In order to 

make these evaluations, by the agreement of the two  parties, a local firm or 

evaluator will be hired. 

Each evaluation will include at least the following aspccts: 

(a) mahation of the prqress toward attaininent of the objectives of 
the Project. ' 



(h) Identification and evaluation of the problem areas or constraints 

which may inhibit such attainment; 

(c) Assessment of how such information may be used to help avercom 

such problems; 

(d) Evaluation of the overall socio-economic and financial impact of 

the Project. 

2. Project Audit 

An independent audit will be carried out at the end of the 

implementation of the project with project Grant funds according to generally 

accepted principles. In order to develop this activity, by mutual agreemnt, 

a local firm or individual auditor will be hired. 

KWR: 3582t 



lb strengthen the program maMqernent 
capacity of the r e g i o ~ l  offices of 
education, and inprove in-service 
training and school supervision 
particularly for the primary 
schoals. - 

Eight regional &inistration. supervision Roject  reports &d Rqiorral- OEfices w i l l  be propkly 
and program support centers functioning. evaluations. staffed ard will have the delqa- 
Each center w i l l  have a) technical and ad- tion of auttmriw ccrm~nsurate 
ministrative persomel needed to mnitor with their responsibilities. 
and support program implemcntationt 
b) programs for traininq regional, d-rt- 
mnt, d i s t r i c t  and school personnel$ 
and c ]  ~ r ~ l p r c n t  for nntcrials design/ 
production. 

School ccnrmnity councils functioning a t  
a l l  levels from the rmnicipl d is t r ic t  
t o  the regi~n.  

Oxriculm adaptation and program efficierry 
hqxoverrent needs and options identified 
in eight rcqions and correspdirrg regional 
action plans developed. 

School calendars and schedules adapted to  
regional and d i s t r i c t  production cycles 
and migration patterns. 

Wer-utilized school buildings and personnel 
fdcntiEied and app~opciate u t i l i~a t ion  
measures adopted on a regional basis. 

Roject tnse l inedata  K E a n d B q i o ~ l O E f i ~ u i U  
and MOE statietics. base decislocrs ar infomation 

gained a t  local level. 









a. Workshops for fuqional Offices 
(120 ~ p l e )  6,000.00 

b. Workshops for kpartmental Offices 
(198 pwple) 8,000.00 

c. Workshops for District Supervisors 
(450 people) 13,500.00 

d. Workshops for School Directors 
(12,500 directors) 171,200.00 

2. OFFICEEQUIPMENT -- 
8 units at $4,762.50 each 

3. VEHICLES 
8 vehicles at $12,-000 each 

, 4 .  INSTRUCTIONAL, EQUIPMENT 
8 units at $12,152 each 

5. EVALUATIONS 
2 at $7,508 each 

6. AUDIT 

7. CY>NTr-rs AND IWLRTION (10%) 



ACPIVITIES AID MINED TOTAL 

R-dining 

Office Wipment 

Instructional Wipment 

Vehicles 

& C S O M ~ ~  

Evaluation/Audits 

Operating Costs) 



1987/1988 1988/1989 1989/1990 
AID MINED AID MIMED ALD MINED 

-- 
ACTIVITY 

Training 60.0 60.0 78.7 

Office W u i p n t  30.0 8.1 

Instructional Dmiprnent 70.0 20.0 7.2 

Vehicles 96.0 

Personnel 100.0 

Evaluation/Audits 7.5 12.5 

Operating Costs 33.0 33.0 34.0 

'IWI'AL 256.0 133.0 95.6 133.0 98.4 134.0 
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APPENDIX V 

UNIT I'QTAL 
NO. AfCTICLE PfUCE UJST 

(Quetzales) 

4-drawer f i l e  cabi~, .  ';: 

Auditorium Seats 

Executive Desks 

Executive Chairs 

Secretary Desks 

Secretary Chairs 

n b l e  for Photocopier 

Drawing Table 

Drawing Stcol 

Melamine Blackboard 

Heavy-duty Stapler 

Stationery Trays 

Waste Baskets 

Drawing Table Lamp 

Tape Holders 

Drawing K i t  

(Uroy , rapidgraphic) 

Hand Staplers 

Hole punchers 

Staple Removers 

4-shelf Bookcase 



NO. 
UNIT 
PUCE 

(Quetzales) 

Stencil Burner 

Pmplif ier 

Photocopier 

Overhead Projector 

Paper Cutter 

Movie Screen 

Electric -writers 

Calculators (with screen) 

Pedestal Fan 

Flip Chart 

Electric/i&chanical ~ i m & ~ r a ~ h  

Sub-Total 

Vehicle 



I. Salaries of 8 IbEgional Directors 

2. Salaries of 22 Departmental 
Supervisors 

Q 128,200 annually 

Q 152,020 annually 

Estimated at 
482,500 annually 
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PALACIO NACIONAL 

hflNISTERI0 DE 
r E D U C A C I O N  - 
. Curtemala. C. A 

I-- I-I 

Sefior D i r e c t o r :  

agosto de 1987 

-. 

Tengo e l  agrado de  s a 1 u d a r l e . y  comunicar le  que e s t e  M i -  

n i s t e r i o  c o n s i d e r a  adecuado e l  Convenlo de  Donacidn para e l  
Proyecto  d e  Mejorar l a  Adminis t rac idn  de l a  Educacidn Pr ima-  

r i a  y ,' por  l o  t a n t o ,  s o l i c i t a  d e  esa  enci cia, l a  donaci6n  d e  

$500 ,000 ,  para l l e v a r l o  .a e j e c u c i d n .  

Agradezco s u . a t e n c i d n  y m e  s u s c r i b o  a ten tamente ,  

D r /  e dua o Key 14. 
M i n i s t r o  de E d  

cc. S e c r c t a r i o  Gral.  del Conseju Nacional  
d e  P l a n i Z i c a c i d n  Econdnica 

Licda. M i r i a m  Castafieda 


