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PREFACE 

A t  t he  i n v i t a t i o n  of t h e  Agency f o r  In t e rna t iona l  Development, and a t  t h e  
reques t  of t h e  AID ?!ission i n  Nepal, T went t o  Kathmandu--arriving t h e r e  5 November 
1970 and depar t ing  20 November 1970. 

Vy major a rea  of i n t e r e s t  was in  t h e  Janak Educational Mater ia l s  Center which 
had been r e c e n t l y  t r ans fe r r ed  by LSAID/N t o  the  Government of Nepal. The e s s e n t i a l  
funct ion  of JEMO is t o  produce textbooks f o r  t h e  primary grades of t h e  n a t i o n ' s  
schools .  I t  i s  d i r e c t l y  involved i n  t h e  wr i t i ng  of textbooks and t eache r s '  guides, 
preparing t h e  manuscripts f o r  t h e  press ,  manufacturing t h e  t e x t s  and guides, and 
warehousing and d i s t r i b u t i n g  them. In my frequent  v i s i t s  t o  Sano Thimi, where t h e  
f a c i l i t i e s  of JEMO a r e  located (on t h e  o u t s k i r t s  of Kathmandu], I  met with the  
Acting Chief Administrator,  a l l  s ec t ion  ch ie f s ,  many of t h e  writers, and a l s o  w i t h  
t h e  a r t i s t s ,  p re s s  supervisors ,  and o t h e r s  i n  var ious  pos i t i ons .  I  a l s o  discussed 
the  programs with t h e  American adv i so r s  a t  JEMO, severa l  of t h e  Southern I l l i n o i s  
Univers i ty  team members, and o the r  Americans i n  t h e  USAID mission, I  concluded my 
v i s i t  t o  Nepal with a meeting with t h e  Direc tor  General of t h e  Department of  
Education and reviewed with him some of my observat ions.  

My r e p o r t  on my t o u r  a t tempts  t o  review t h e  purpose of t h e  curriculum and 
textbook program supported by AID, t o  determine t h e  publishing and manufacturing 
problems of t h e  program, and t o  suggest c e r t a i n  e f f o r t s  t h a t  should be considered 
i n  meeting these  problems. 

A b r i e f  t ou r ,  even though it be an in t ens ive  one, can only suggest  t h e  
e f f o r t s  t h a t  should be considered. I  examined t h e  program on t h e  bases of my ex- 
per ience  i n  publishing i n  America, my work on d i s t r i b u t i o n  i n  India,  my s tudy of 
t h e  curriculum program i n  Afghanistan. Undoubtedly t h e r e  a r e  many s i m i l a r i t i e s  
between t h i s  experience and t h e  s i t u a t i o n  i n  Nepal; however, t h e r e  a r e  a l s o  
c u l t u r a l  d i f f e r e n c e s  t h a t  no one could grasp f u l l y  i n  such a shor t  v i s i t ,  and I 
can only hope t h a t  my recommendations t ake  such d i f f e r e n c e s  i n t o  s u f f i c i e n t  
account.  I  a l s o  recognize t h a t  I s h a l l  have made some errors--al though I be l ieve  
they do not  r a d i c a l l y  a f f e c t  my r epor t - - in  desc r ib ing  procedures o r  r e s p o n s i b i l i t i e s  
of the  s t a f f  a t  JEIK) o r  t h e  o f f i c e s  of t h e  Government of Nepal. 

I had the  complete cooperat ion of both Nepali and Americans i n  my survey, 
Although t h e r e  were d i f f e r e n c e s  of opinion among each na t iona l  group and between 
each, a l l  were aware of t h e  need f o r  t h e  program and were eager t o  see  it succeed. 

BACKGROUND 

The cu r ren t  educat ional  development programs i n  Nepal a r e  der ived  from t h e  

1956 r e p o r t  of Nepal's National Commission f o r  Planning Education. I t  s t a t e d  



Next t o  the  shortage of teachers ,  t h e  most se r ious  handicap t o  
good educat ional  experiences i n  the  schools  of Nepal today is 
the  almost to ta l .  lack of i n s t r u c t i o n a l  a i d s .  

Evan though t h e  Commission issued t h i s  r e p o r t  i n  1956, t h r e e  years  l a t e r  no 

t e a c h e r s f  guides o r  manuals had been published. The s o l e  e f f o r t  by t h e  Department 

of Education t o  provide i n s t r u c t i o n a l  ma te r i a l s  was i t s  publ ica t ion  of l is ts  of 

"approvedff books and of "approved" bookse l le rs  who were supposed t o  s tock  t h e  books. 

In 1959 the  Nin i s t ry  of Education and USAID/Nepal signed a p r o j e c t  Agreement 

on llEducat ion Development ." This agreement provided t h a t  "an Education Commission 

be e s t ab l i shed  t o  s e l e c t ,  prepare,  produce, and d i s t r i b u t e  educat ional  teaching and 

learn ing  m t e r i a l s  f o r  t he  e n t i r e  educat ional  system, u t i l i z i n g  the  f a c i l i t i e s  of 

t h e  Ministry of Education's Publ ica t ion  Bureau and P r i n t i n g  Press.  "The commission 

w i l l  (would) func t ion  wi th in  t h e  curr iculum framework of t he  Ministry of Education 

and w i l l  (would) ensure a continuing flow of t e x t s ,  ma te r i a l s ,  a ids ,  and r e l a t e d  

reading  materials ."  

The 1960 P ro jec t  Agreement r e s t a t e d  t h e  needs and continued t h e  support of 

USAID i n  implementing these  goals .  The renewal of t h i s  support has continued each 

year,  and i n  1969 ( f o r  FY 1970) t h e  Statement of Purpose f o r  t h e  P ro jec t  Agreement 

f o r  Education Mater ia l s  read:  

This  is a continuing a c t i v i t y  designed t o  e s t a b l i s h  an adequate 
education ma te r i a l s  productlon f a c i l i t y  managed and operated by 
Nepalese i n  order  t o  w r i t e  and publish textbooks and supplementary 
i n s t r u c t i o n a l  a i d s  of good c p a l i t y  f o r  t he  schools  of Nepal. 
The f a c i l i t y  i s  no t  designed t o  meet a l l  of Nepal 's requirements 
f o r  textbooks but  t o  provide leadersh ip  i n  q u a l i t y  textbook; 
productlon f o r  a l l  p r i v a t e  and publ ic  producers. 

I t  i s  of i n t e r e s t  t o  no te  t h a t  t he  1959 agreement had a l a r g e r  scope i n  t h a t  

it provided t h e  Education Comrnlssion would " se l ec t ,  prepare,  produce, and d i s t r i b u t e  

educat ional  teaching  and learn ing  ma te r i a l s  f o r  the  e n t i r e  (my i t a l i c s )  educat ional  



system. . . . I 1  The FY1971 Program Agreement has been submitted as a continuing 

a c t i v i t y .  

1NTROL)UCTION 

This r epor t  cons iders  the  present  method and opera t ion  of t h e  s e l e c t i o n ,  

prepara t ion ,  production, and d i s t r i b u t i o n  of primary textbooks. I t  i s  followed by 

general  comments and then  by recommendations and suggest ions.  

Analysis  of  t h e  program i s  l imi t ed  t o  p r i m r y  textbooks, f o r  t h e  educational 

ma te r i a l s  a c t i v i t y  has not  en tered  i n t o  the  secondary school ma te r i a l s  t o  any s ig -  

n i f i c a n t  ex ten t .  (There a r e  a  Science Teaching Enrichment Program (STEP) and a 

Program Revision i n  Mathematics Education (PRIME) d i r e c t e d  a t  secondary education; 

however, a t  t h i s  time they  do not  use  t h e  f a c i l i t i e s  of  Janak Educational Mater ia l s  

Organization (JEMO). Although I  discussed these  programs i n  Nepal, I  was not  

d i r e c t l y  concerned with them i n  t h i s  survey and have not  commented on them i n  my 

r e p o r t ) .  However, i n  many re spec t s  t he  recommendations of t h i s  r epor t  may be 

appl ied  t o  an  a c t i v i t y  i n  which secondary school ma te r i a l s  a r e  produced. (In Nepal 

primary grades a r e  I through V and secondary grades a r e  VI through X.) 

bly comments on each sec t ion  w i l l  imply, of course, recommendations, f o r  

my discuss ion  w i l l  cover both program successes and c a p a b i l i t i e s  and f a i l u r e s  and 

needs. I have attempted t o  observe t h e  program from t h e  point  of view of  NBpali 

ob jec t ives  a s  s t a t e d  i n  t h e  o r i g i n a l  r e p o r t  of t he  National Commission f o r  Planning 

Education. 

PREPARATION AND SELECTION 
OF PRIMARY TEXTBOOKS 

The approval rou te  f o r  c u r r i c u l a  and textbooks i s  c i r c u i t o u s  (see t h e  f i g u r e  



on t h e  fol lowing page). Within t h e  Ministry of Education i s  t h e  Department of 

Education udder t h e  Direc tor  General. He has deputy d i r e c t o r s  f o r  d i f f e r e n t  grade 

l eve l s .  Attached t o  each deputy d i r e c t o r  i s  a  consul tan t  i n  curr iculum and t e x t -  

n 
book planning. For each grade and f o r  each sub jec t  t h e r e  a r e  subfionunittees r e p o r t -  

w 

ing  t o  t h e  deputy d i r e c t o r s ,  and these  subcommittees a r e  r e spons ib l e  f o r  developing 

c u r r i c u l a  and s y l l a b i .  Each subcommittee has an e d i t o r i a l  board f o r  reviewing t h e  

work of t h e  subcommittee. The subcommittees e i t h e r  a s s i g n  t h e  w r i t i n g  of t h e  t e x t s  

and e s t a b l i s h  dead l ines  f o r  t h e  completion of t h e  manuscripts o r  recommend w r i t e r s  

and dead l ines  t o  t h e  deputy d i r e c t o r s  f o r  t h e  concurrence of t h e  Direc tor  General. 

There i s  a l s o  a  general committee on c u r r i c u l a  whose func t ion  i s  t o  ensure 

a  c o n t i n u i t y  and coord ina t ion  of a l l  t he  c u r r i c u l a ,  bu t  t h i s  committee appears  t o  

meet i r r e g u l a r l y  and does not  work i n  any s i g n i f i c a n t  depth.  

Within t h i s  framework t h e r e  i s  a l s o  t h e  Textbook Evaluat ion Committee t h a t  

mst approve a l l  ma te r i a l  f o r  educa t iona l  u se  i n  Nepal's schools .  This  committee 

i s  concerned not  only with t h e  ma te r i a l s  generated wi th in  t h e  Department of Educa- 

t i o n  but a l s o  with t h a t  of  p r i v a t e  publ i shers .  In theory  a l l  ma te r i a l  i s  t e s t e d  

and t h e  r e s u l t s  presented t o  t h e  Textbook Evaluat ion Committee which m y  r e q u i r e  a  

r e v i s i o n  of t h e  t e x t s .  This  Committee r e p o r t s  t o  t h e  Direc tor  General who then 

e s t a b l i s h e s  t h e  q u a n t i t i e s  of t e x t s  required.  He bases  h i s  e s t ima te s  on da t a  

provided by t h e  Bureau of S t a t i s t i c s .  A t  t h i s  t ime, t h e  Direc tor  General a l s o  s e t s  

t h e  deadl ines  when t h e  p r in t ed  ma te r i a l s  must be a v a i l a b l e .  These deadl ines  appear 

t o  be based on t h e  recommendations of t h e  c u r r i c u l a  and s y l l a b i  subcommittees, 

t h e  Textbook Evaluat ion Committee, and on information from o t h e r  sources wi th in  t h e  

Department. Although t h e r e  i s  some i n t e r l o c k i n g  memberships of t h e  va r ious  
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committees, I  d i d  not-f ind any formalized coordinat ion t h a t  took i n t o  account t h e  

c a p a b i l i t i e s  and the  work schedules of JEMO. 

Within JEbD t h e r e  i s  a l s o  an approval board, and i n  theory  a l l  textbooks 

by o u t s i d e  pub l i she r s  a r e  reviewed by t h i s  board--I assume e s s e n t i a l l y  f o r  content  

and competency of  p re sen ta t ion .  The (Acting) Chief Administrator of JEMO i s  on 

t h i s  board and on t h e  Textbook Evaluation Committee. The Department of Education, 

from t h e  information provided by these  boards, i s s u e s  a l i s t  of textbooks f o r  

D i s t r i c t  Education O f f i c e r s  (DEOsj f o r  compulsory, a l t e r n a t e ,  and recommended 

t e x t s .  

Although t h e r e  is  an obvious r e l a t i o n s h i p  between e s t a b l i s h i n g  a c u r r i c u -  

lum and wr i t ing  a textbook, i n  these  e a r l y  days of curr iculum prepara t ion  and 

r e v i s i o n  the re  a r e  f requent  i n s t ances  i n  which t e x t s  have been w r i t t e n  a t  JEMO 

and elsewhere without a curr iculum a v a i l a b l e  o r  without r e fe rence  t o  t h e  a v a i l a b l e  

curriculum. This  lack of coordina t ion  r e q u i r e s  r ewr i t ing  of t e x t s  and has meant 

t h a t  some t e x t s  now i n  use a r e  not r e l a t e d  t o  t h e  approved cu r r i cu la .  

For example, t he  f i r s t  t h r e e  grades of language a r t s  nust be r e w r i t t e n  

because they were issued before  a curr iculum was prepared. Grades 1, 2, and 3 

of mathematics were prepared under an o l d  curr iculum and must be rev ised .  Grade 4 

mathematics i s  being revised  before pub l i ca t ion  t o  conform t o  t h e  new curriculum, 

and t h i s  means a lack of sequence i n  t h e  books--confusing t o  both s tudent  and teacher .  

However, t h i s  cu r ren t  confusion may be resolved by t h e  time t h e  e n t i r e  new cu r r i cu -  

lum i s  completed sometime i n  1972 o r  1973. 

In some ins t ances  t e x t s  a r e  wr i t t en  and published before  t eache r s '  guides 

a r e  wr i t t en ,  and t h i s  is  a se r ious  problem i n  properly us ing  t h e  new t e x t s .  Teachers 

o f t e n  use  t h e  new t e x t s  i n  the  same r o t e  fash ion  of teaching  used f o r  mny years  i n  



Nepal. 

JANAK EDUCATION MATERIALS ORGAN1 ZATION 

The s imp l i f i ed  organiza t ion  c h a r t  on t h e  fo l lowing  page i n d i c a t e s  t h e  

s t r u c t u r e  of JEW. I t  i s  now divided i n t o  s i x  s ec t ions .  The t h r e e  ope ra t iona l  

s e c t i o n s  a r e  w r i t e r s ,  product ion,  and t h e  press .  One sec t ion ,  t h e  audiovisual  

s ec t ion ,  is  b a s i c a l l y  a  s e r v i c e  u n i t  f o r  t h e  Department of Education. The o t h e r  

two sec t ions ,  warehouse and d i s t r i b u t i o n  and the  admin i s t r a t i ve  sec t ion ,  a r e  

b a s i c a l l y  admin i s t r a t i ve  support  u n i t s .  

WRITERS SECTION (JEMO) 

(This d i scuss ion  is l imi t ed  t o  t e x t s  prepared by JEMO. Texts prepared by 

o u t s i d e  pub l i she r s  a r e  w r i t t e n  on c o n t r a c t  o r  with r o y a l t y  t o  t h e  author .  In some 

in s t ances  JEMO w r i t e r s  a l s o  w r i t e  f o r  p r i v a t e  publ i shers . )  

JEW maintains a  s t a f f  of w r i t e r s ,  gaze t ted  by t h e  Government of Nepal, 

and nea r ly  a l l  have had a  background i n  education. Those who have been t e a c h e r s  

have t augh t  i n  secondary schools ,  co l l eges ,  o r  t h e  u n i v e r s i t y .  None have had 

primary teaching  experience.  There i s  one w r i t e r  f o r  each of t h e  a r e a s  shown on 

t h e  JEMO organiza t ion  c h a r t  (although home sc ience  has two w r i t e r s ,  and t h e  ch i e f  

e d i t o r  of Balak does some wr i t i ng  i n  a d d i t i o n  t o  h i s  work on t h i s  c h i l d r e n ' s  

pe r iod ica l . )  In  add i t i on ,  t h e r e  a r e  two w r i t e r s  assigned t o  a d u l t  educat ion.  

American a s s i s t a n c e  i s  l imi t ed  t o  a  w r i t e r - e d i t o r  who works c l o s e l y  with 

t h e  ind iv idua l  w r i t e r s  bu t  a c t s  more a s  a  coord ina tor  than a s  a  sub jec t  s p e c i a l i s t .  

A USAID/N c o n t r a c t  w i t h  an lnd ian  language a r t s  s p e c i a l i s t  provides a s s i s t a n c e  i n  

t h i s  a rea .  

Under t h e  p re sen t  procedure, a w r i t e r  a t  JEMO i s  ass igned  by t h e  curr iculum 
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subcommittee. A w r i t e r  must w r i t e  no t  only t h e  t e x t s  i n  t h e  sub jec t  bu t  a l s o  t h e  

t e a c h e r s 1  guides ,  fo l lowing  t h e  approved c u r r i c u l a  and s y l l a b i .  (As I have noted 

before ,  t h e r e  have been a number of  pragmatic v a r i a t i o n s  and t e x t s  have been 

w r i t t e n  without  approved c u r r i c u l a  and t e a c h e r s 1  guides  have been prepared a f t e r  

t exps  have been placed i n  use.  In  t h e  schools  I v i s i t e d ,  where t e x t s  were a v a i l a b l e ,  

no t e a c h e r s 1  guides  were on hand.) 

When t h e  manuscript ha s  been w r i t t e n ,  it i s  t e s t e d .  The manuscript i s  u s u a l l y  

reproduced i n  a crude mimeograph form and s e n t  t o  f o u r  o r  f i v e  schools .  I t  i s  

i ssued  with only t h e  rough i l l u s t r a t i o n s  t h a t  t h e  w r i t e r  may have drawn, o r  it may 

be s e n t  t o  t h e  schools  without  i l l u s t r a t i o n s .  'I'he w r i t e r  may, o r  may no t ,  have 

t h e  oppor tun i ty  t o  s e e  some p o r t i o n s  o f  t h e  t e x t  used i n  a c t u a l  c l a s s e s .  Opinions 

a r e  w r i t t e n  out  by headmasters and t eache r s ,  but t h e s e  a r e  o f t en  only comments on t h e  

accuracy o f  t h e  con ten t  and do no t  p e r t a i n  t o  t h e  methodology o r  t h e  pe r t i nence  t o  

t h e  curr iculum. These op in ions  go t o  t h e  Textbooks Evaluat ion Committee which r e -  

views the  t e x t  and t h e  c r i t i c a l  comment. The committee r e t u r n s  t h e  manuscript t o  

JEbQ with i t s  i n s t r u c t i o n s  f o r  r e v i s i o n s ,  i f  any. In  some in s t ances  it may r eques t  

t h a t  t h e  r e v i s e d  manuscript be r e tu rned  t o  it f o r  examination; i n  o the r s - -pa r t i cu -  

larly where the writer is a member of the committee--it may not. 

The w r i t e r  t hen  works with t h e  JEMO a r t i s t s  on t h e  i l l u s t r a t i o n s  r equ i r ed .  

The au tho r  sugges ts  s u b j e c t s  f o r  t h e  a r t  and approves t h e  penc i l  ske tches  o r  the& 

photographs be fo re  t h e  f i n a l  a r t  i s  prepared. 

In  t h e  event  (such a s  wi th  mathematics o r  t h e  s c i ences )  JEMO t y p e s e t t e r s  

a r e  un fami l i a r  wi th  t h e  typographica l  requirements  of a manuscript,  t h e  w r i t e r  mst 

work d i r e c t l y  with t h e  compositors.  Proofreading a l s o  must be  done by t h e  w r i t e r s ,  

f o r  t h e r e  i s  only  one u n s k i l l e d  proofreader  a t  t h e  press .  ( I n  p r a c t i c e  t h e  w r i t e r s  

make many e d i t o r i a l  a l t e r a t i o n s  i n  t h e  ga l l ey ,  page, and p r e s s  proofs ,  adding t o  t h e  



over  a l l  c o s t s  of  composition and p r e s s  makeready.) 

Following t h e  r ead ing  of g a l l e y  and page proofs ,  t h e  p l a t e s  a r e  made 

( f o r  o f f s e t )  o r  t h e  forms a r e  locked up ( f o r  l e t t e r p r e s s )  and t h e  job goes on t h e  

p re s se s .  I t  i s  customary a t  JEW t o  show a p r e s s  proof (blue l i n e s ,  brown l i n e s ,  

o r  s i l v e r  pr ints--which a r e  con tac t  p roofs  f o r  o f f s e t - - a r e  no t  made a t  JEMO). 

Apparently t h e  p re s s  i s  a c t u a l l y  stopped and he ld  f o r  approval  of t h e  p r e s s  s h e e t ,  

A t  t imes,  even a t  t h i s  s t age ,  t h e  w r i t e r  may make e d i t o r i a l  changese 

The book i s  then  p r i n t e d ,  bound, and d i s t r i b u t e d ,  

P a r t  of  t h e  w r i t e r s '  t a s k s  cont inue  p a s t  t h e  p repa ra t i on  o f  t h e  manuscript 

f o r  p r e s s ,  t h e r e f o r e .  These t abks  cont inue  i n t o  t h e  product ion of  t h e  tex tbooks ,  

and i n  t h e  nex t  s e c t i o n  t h i s  ove r l ap  and need f o r  product ion coord ina t ion  is  

suggested. 

I  interviewed d i f f e r e n t  w r i t e r s  and found t h e i r  morale low. I  b e l i e v e  they 

a r e  depressed by t h e  s i z e  of t h e i r  t a s k s  and by t h e  lack  of s e r v i c e s  t o  suppor t  

t h e i r  e f f o r t s .  A l l  seem t o  recognize  t h a t  t h e i r  m a t e r i a l s  a r e  no t  s u f f i c i e n t l y  

t e s t e d  because of  t h e  s h o r t  t ime a l l o t t e d  t o  t h e  w r i t i n g  and product ion of a textbook.  

They a l s o  i nd i ca t ed  t h a t  they  do n o t  ge t  enough information from t h e  u s e r s  o f  t h e  

t e x t s  ( t he  s tuden t s  and t e a c h e r s  i n  t h e  schools)  of  t h e  e f f e c t i v e n e s s  of  t h e i r  work, 

Other comments I  rece ived  a r e :  

1, I t  i s  d i f f i c u l t  t o  get  b a s i c  d a t a  and s t a t i s t i c s  r equ i r ed  f o r  

mathematics, s c i ences ,  and s o c i a l  s t u d i e s .  

2 .  Limited t r a n s p o r t a t i o n  and l ack  of t e lephones  i s o l a t e  t h e  w r i t e r s  from 

t h e i r  committees and sources  of information.  

3. The JEMO l i b r a r y  i s  without  necessary  r e f e r ence  works, a t r a i n e d  l i b r a r i a n ,  

and i s  n o t  a ready t o o l  (perhaps because of t h e  " a c ~ o u n t a b i l i t y ~ ~  methods used) .  



4 .  Experienced t y p i s t s  a r e  nonexis ten t  a t  JEMO and cons iderab le  time i s  

r equ i r ed  by w r i t e r s  t o  copyedi t  and c o r r e c t  poorly typed manuscripts.  

5 .  Proofreaders  who can r ead  proofs  f o r  typographica l  e r r o r s  and query 

t h e  w r i t e r s  when necessary  a r e  lack ing .  (Proofreading i s  a  new s k i l l  i n  Nepal, and 

perhaps a  t r a i n i n g  course i s  needed.) 

6 .  The a r t i s t s  a r e  no t  t r a i n e d  a s  graphic  a r t i s t s  and do n o t  understand 

how t o  prepare  t h e i r  a r t  f o r  le t&rpress  engravings o r  h a l f t o n e s  o r  f o r  t h e  

l i t h o g r a p h i c  processes .  

7. The compositors l a c k  experience i n  s e t t i n g  mathematics and formulae; 

however, I  t h i n k  t h e s e  s k i l l s  should i nc rease  a s  t h e  t y p e s e t t e r s  ga in  more exper- 

i ence ,  a r e  provided with t h e  proper  t o o l s ,  and l e a r n  an a p p r e c i a t i o n  f o r  t h e i r  

c r a f t .  

PRODUCTION SECTION (JEMO) 

O r i g i n a l l y  a t  JEMO t h e r e  were two wings: w r i t e r s  and product ion.  A s  t h e  

p r o j e c t  developed, and i n  l i n e  wi th  t h e  s t r u c t u r e  usua l  i n  pub l i sh ing  houses,  JEMO 

was d iv ided  i n t o  f o u r  s e c t i o n s :  w r i t e r s ,  product ion,  p r e s s ,  and audiovisua l .  This  

o rgan iza t ion  i s  a  reasonable  one f o r  t h e  ope ra t i ona l  l e v e l s .  The Acting Chief 

Adminis t ra tor  supe rv i se s  t h i s  o rgan iza t ion ,  and i n  a d d i t i o n  t o  t h e s e  ope ra t i ona l  

s e c t i o n s  he has  admin i s t r a t i ve  s e r v i c e s  and warehousing and d i s t r i b u t i o n  r e p o r t i n g  

t o  him. 

The product ion s e c t i o n  has  t h e  r e s p o n s i b i l i t y  f o r  coo rd ina t ing  a l l  phases  

of t h e  p repa ra t i on  of t h e  f i n a l  manuscript and d e l i v e r i n g  it t o  t h e  p r e s s  s ec t i on .  

This  coord ina t ion  inc ludes  provid ing  a r t ,  photography, and des ign  and layout  f o r  t he  

book. The a r t  group draws i l l u s t r a t i o n s  t o  t h e  s p e c i f i c a t i o n s  of  t h e  w r i t e r .  The 



des ign  group prepares  a dummy, s i z e s  t h e  a r t ,  de s igna te s  t h e  type,  e s t ima te s  

t h e  c h a r a c t e r  count t o  determine t h e  number of pages i n  t h e  book. 

Although it i s  a l s o  t h e  t a s k  of t h e  product ion s e c t i o n  t o  maintain a 

product ion schedule and work flow, t h e  many v a r i a b l e s  (such a s  lack  of water,  break- 

down of t ransformers ,  hea t ,  co ld ,  absences,  e t c . )  have r e s u l t e d  i n  no t r u e  sched- 

u l i n g  being e i t h e r  maintained o r  even e s t ab l i shed .  The present  method i s  t h a t  when 

a manuscript has been completed and i s  ready f o r  p re s s ,  it i s  turned over  t o  t h e  

p re s s  s e c t i o n  on an ad hoc bas i s .  There i s  an annual work plan approved by t h e  

Department of Education; however, t h e  p lan  i s  not  adhered t o  by t h e  q u a r t e r  ( t h e  

t ime elements used i n  t h e  p l an ) .  I t  i s  not  c l e a r  how t h e  Department prepares  t h i s  

annual plan with any confidence, f o r  it can r ece ive  no r e l i a b l e  scheduling d a t a  

from t h e  JEMO product ion s e c t i o n .  Because t h e  work load i s  a t  a low l e v e l ,  t h e r e  

i s  enough s l ack  so t h a t  t h i s  lack of planning i s  no t  too  meaningful. I f  t h e  work 

load, a s  i s  hoped, reaches t h e  l e v e l  of p roduc t iv i ty  t h a t  i s  poss ib l e  with t h e  

f a c i l i t i e s  a v a i l a b l e ,  t h i s  lack  of scheduling w i l l  be d i s r u p t i v e  t o  a l l  t h e  planning 

and t o  t he  ope ra t ion  of JEMO. 

The product ion s e c t i o n  recognizes  t h a t  JEMO f a c i l i t i e s  a r e  not  wel l  u t i l i z e d ;  

however, 1 was t o l d  t h a t  JEMO i s  o p t i m i s t i c  t h a t  a f u l l  program w l l l  be In e f f e c t  

i n  t h e  near  f u t u r e .  I  was not  a b l e  t o  r econc i l e  t h i s  optimism with t h e  1970-71 

p lan  of  work, f o r  t h e  ca lendar  of ope ra t ions  f o r  t h e  year  does no t  suggest a f u l l  

work load. 

PRESS SEC'I'ION (JEMO) 

This  s e c t l o n  1s a l s o  c a l l e d  t h e  p r i n t i n g  department and inc ludes  composition, 

f i l m  and platemaking, l e t t e r p r e s s ,  o f f s e t ,  and a bindery. By crude c a l c u l a t i o n s  I 

est imated t h a t  t h e  ca lendar  of opera t ions  f o r  1970-71 would r e q u i r e  something 



around 7 o r  8 mi l l i on  impressions (assuming t h a t  an  impression i s  p r i n t i n g  one 

s i d e  of a torm, with 8 pages t o  t h e  form). The p r e s s  s e c t i o n  c h i e f  es t imated t h a t  

a t  one hundred percent  c a p a c i t y  (on a s i n g l e  s h i f t )  h i s  s e c t i o n  can produce 22 

m i l l i o n  impressions.  I f  we e s t ima te  t h a t  t h e  p r e s s  can opera te  70 percent  of t h e  

t ime--allowing f o r  normal down time f o r  maintenance and emergencies--we have a 

p r e s s  c a p a b i l i t y  of approximately 15 mi l l i on  impressions.  This  means t h a t  t o  produce 

t h e  JEW ca l enda r  of ope ra t i ons  r e q u i r e s  on ly  47 percent  of  t h e  p r e s s ' s  a v a i l a b l e  

ope ra t i ng  time. I a l s o  checked with t h e  p r e s s ' s  American s p e c i a l i s t ,  who es t imated  

t h a t  t h e  p r i n t i n g  f a c i l i t y  could produce on-one s h i f t  1,500,000 books (averaging 

128 pages) .  The ca lendar  of ope ra t i ons  p r o j e c t s  about 700,000 books. This  

c a l c u l a t i o n  a l s o  works o u t  t o  47 percent  capac i ty .  I f  two s h i f t s  were t o  work (a 

10-hour day) t h e  c a p a c i t y  would i nc rease  t o  around 2,250,000 books a year .  

In a c t u a l  p r a c t i c e  a t  t h i s  t ime t h e  p r e s s  f a c i l i t i e s  appear t o  be used 

about 30 percent  of t h e  t ime. Cap i t a l  equipment nust work a s  nea r  a f u l l  s h i f t  a s  

p o s s i b l e  f o r  it t o  be economical. We must conclude t h a t  t he  p r e s s  s e c t i o n  i s  e i t h e r  

over-equipped o r  i n s u f f i c i e n t l y  used. 

The p re s s  s e c t i o n  has  no t r a i n i n g  program i n  any formal way f o r  maintaining 

and broadening t h e  s k i l l s  of i t s  employees and f o r  t r a i n i n g  new employees. I t  i s  

u n c e r t a i n  i f  t h e r e  a r e  enough t r a i n e d  personnel t o  opera te  a second s h i f t .  Ce r t a in  

employees who r e q u i r e  s p e c i a l  t o o l s  (such a s  t h e  compositors) do no t  have t h e s e  

f o r  t h e i r  i nd iv idua l  use but nust pass  l i n e  gauges, composing s t i c k s ,  e t c .  back and 

f o r t h  a s  they  work. 

There i s  no c o s t  accounting, no p r e s s  schedul ing of any s o p h i s t i c a t i o n ,  no 

e s t ima to r ,  and no product ion c o n t r o l  department a s  such. The p re s s  s e c t i o n  c h i e f  

m s t  f i l l  a l l  t h e s e  d u t i e s  himself  and a t  t imes  he i s  involved i n  t h e  a c t u a l  



maintenance of equipment. I  could not  f i n d  i f  t h e r e  i s  any dep rec i a t ion  f a c t o r  

considered on the  equipment. 

Despite t hese  shortcomings, t h e  p re s s  a s  it s t ands  today i s  well  equipped 

and t h e  personnel seem competent. I t  i s  poss ib ly  t h e  b e s t  p r i n t i n g  plan i n  Nepal. 

I  be l i eve  it i s  capable of ope ra t ing  without a  permanent fo re ign  advisor ,  although 

it l i k e l y  w i l l  be u se fu l  i n  having s p e c i a l i s t s  o r  adv i so r s  on shor t - te rm t o u r s ,  

p a r t i c u l a r l y  when new techniques o r  new equipment i s  introduced.  Foreign s p e c i a l -  

ists may be p a r t i c u l a r l y  u s e f u l  i f  a  s t r u c t u r e d  t r a i n i n g  program i s  e s t ab l i shed .  

My most s e r i o u s  comment is  t h a t  I  f e e l  t h e r e  is  a  grave danger t h e  p re s s  

s e c t i o n  w i l l  d e t e r i o r a t e  i f  it is  no t  more a c t i v e  than  it i s  a t  t h i s  t ime. 

AUDIOVISUAL SECTION [JEblO) 

This s e c t i o n  i s  now a s e r v i c e  with i t s  f a c i l i t i e s  a v a i l a b l e  t o  t he  

Department of Education. I t  i s  f a i r l y  wel l  equipped, but  it seems t o  p l ace  emphasis 

on pro jec ted  ma te r i a l s .  There a r e  few p laces  ou t s ide  Kathmandu land not  many i n  

Kathmandu) t h a t  can u s e  pro jec ted  ma te r i a l s .  I was i n t e r e s t e d  t h a t  not  more e f f o r t  

has been placed on t h e  prepara t ion  and product ion of nonprojected audiovisua l  

ma te r i a l s .  However, I  have only a  l imi t ed  experience i n  audiovisua l  programs, 

and so  I can make no s i g n i f i c a n t  recommendations o r  comments. 

DISTRIBUTION OF PRIMARY TEXTBOOKS 

Before 1968 t e x t s  publ ished by JEMO were shipped t o  t h e  D i s t r i c t  Education 

o f f i c e r s  f o r  d i s t r i b u t i o n .  I  have no r e l i a b l e  information on t h e  p r a c t i c a l i t y  of 

t h i s  method, but  it i s  probable t h a t  t h e  DEOs could not  handle t h e  accounting and 

warehousing and s a l e  of t h e  books e f f e c t i v e l y .  I t  mst be recognized t h a t  t h e  



d i s t r i b u t i o n  of  t e x t s  i n  Nepal i s  perhaps more d i f f i c u l t  t han  i n  any o the r  country 

i n  t h e  Near Eas t  o r  South Asia.  

In  December of  1967 t h e  Government of Nepal gave a  four-year  c o n t r a c t  t o  

Sajha Prakashan t o  d i s t r i b u t e  JEbtO books. I  do not know t h e  d e t a i l s  of t h i s  c o n t r a c t ;  

however, I  b e l i e v e  t h a t  t h e  books a r e  de l ive red  by JEbK) t o  S a j h a t s  warehouse i n  

Kathmandu. Sajha Prakashan then d e l i v e r s  s tock  t o  i t s  branch o f f i c e s  i n  Bhadrapur, 

Biratnagar ,  Pokhara, Bhairahawa, Nepalgunj, and B y g u n j .  These branch o f f i c e s  

a r e  r e spons ib l e  f o r  s e l e c t i n g ,  and s e l l i n g  t o ,  agen t s  (u sua l ly  b o o k s t a l l s )  i n  each 

d i s t r i c t  except t hose  i n  t h e  remote a r e a s .  (In t h e  remote areas--approximately 18 

d i s t r i c t s  i n  t h e  mountainous p a r t  of t h e  na t ion  a long  t h e  Tibetan border--books 

a r e  d i s t r i b u t e d  f r e e  with t r a n s p o r t a t i o n  c o s t s  paid by t h e  Remote Areas Commission.) 

Sajha Prakashan i s  paid 35 percent  commission. This  f i r m  informed me 

t h a t  it r e c e i v e s  books on consignment and i s  paid a  commission only on books s o l d ,  

I t  r e p o r t s  it pays t o  t h e  JEMO account each q u a r t e r .  (There is  a  l a r g e  discrepancy 

between J E M O t s  records  of payments due and those  of Sajha Prakashan, pos s ib ly  

because of a  d i f f e r e n c e  of opinion on whether t h e  books a r e  on consignment o r  

s t r a i g h t  s a l e ;  however, I  d i d  not  go i n t o  t h i s  mat te r  f o r  it l a y  o u t s i d e  t h e  

scope of my survey.) Sajha pays i t s  agen t s  a  connnission ranging  from 10 percent  

t o  30 percent ,  and t h i s  s c a l e  is  determined by t h e  c o s t s  of t r a n s p o r t a t i o n  incur red  

by t h e  agen t s ,  f o r  t h e  agen t s  pay t r a n s p o r t a t i o n  c o s t s  from t h e  branch o f f i c e s .  

Sajha a l s o  s e l l s  t h e  pub l i ca t i ons  o f  o t h e r  publ i shers ,  sometimes on an 

exc lus ive  arrangement, and it does some publ i sh ing  on i t s  own (though I  was t o l d  

by i t s  manager t h a t  it does no t  ptrblish textbooks) .  I t  o f f e r s  h igher  d i s coun t s  t o  

agents  on t h e  books of  some o t h e r  pub l i she r s  than it does on JEMO books, and I  was 

t o l d  t h a t  t h i s  was because o t h e r  pub l i she r s  provided l a r g e r  d i s coun t s  t o  Sajha 



Prakashan. 

The d i s t r i b u t i o n  of t e x t s  i s  a  key opera t ion  i n  t h e  JEMO program. Books 

may be w r i t t e n  and they may be publ ished,  but i f  they  do not  reach t h e  hands of t h e  

s t u d e n t s  they  a r e  i n e f f e c t u a l .  The d i f f i c u l t i e s  o f  d i s t r i b u t i o n  cannot be ove r s t a t ed  

i n  Nepal. There a r e  few roads,  no r a i l r o a d s ,  and the  major means of t he  t r a n s p o r t  

of goods is  on tne  backs of c o o l i e s .  

GENEKAL COhfi1ENTS 

Usually a textbook pub l i sh ing  house has  t h e  func t ion  of acqu i r ing  o r  

o r i g i n a t i n g  a  manuscript,  e d i t i n g  it, prepar ing  it f o r  t h e  p re s s ,  c o n t r a c t i n g  f o r  

i t s  manufacture ( i f  it does no t  have i t s  own p r i n t i n g  e s t ab l i shmen t ) ,  and s e l l i n g  

it i n  t h e  educa t iona l  market. In  many r e s p e c t s ,  JEMO can be considered a  textbook 

pub l i sh ing  house, bu t  with broader r e s p o n s i b i l i t i e s .  I t  no t  only o r i g i n a t e s  a  

lrranuscript bu t  develops it c l o s e l y  under t h e  guidance of a  curr iculum and sy l l abus .  

Th i s  coord ina t ion  of  t h e  t e x t  wi th  t h e  curr iculum i s  an  e s s e n t i a l  p a r t  of JEb lO ' s  

f unc t ions .  I t  i s  a l s o  r e spons ib l e  f o r  t h e  app rop r i a t e  t e s t i n g  and eva lua t ion  of 

t h e  textbook.  In  o t h e r  r e s p e c t s  it i s  q u i t e  s i m i l a r  t o  a  pub l i sh ing  house, f o r  

it prepares  t h e  textbook f o r  t he  p re s s  ( i n  terms of  e d i t i n g ,  des ign ,  and l a y o u t ) ,  

and it supe rv i se s  t h e  manufacture of t h e  t e x t .  ( I t  does t h i s  in  i t s  own p re s s  

s e c t i o n ,  but it could a l s o  do it i n  o t h e r  government o r  p r i v a t e  p re s se s . )  I t  t hen  

c o n t r a c t s  with a  d i s t r i b u t o r  t o  s e l l  t h e  t e x t s  i n  t h e  educa t iona l  market. 

A s  a  pub l i she r ,  J E W  has t h e  a d d i t i o n a l  r e s p o n s i b i l i t y  of producing q u a l i t y  

textbooks and a c t i n g  a s  a  l e ade r  i n  encouraging a  general  improvement i n  a l l  pub-. 

l i s h i n g  i n  Nepal. 

A t  t h i s  t ime t h e  w r i t i n g  of t e x t s  i s  based on t h e  t a l e n t s  and a v a i l a b i l i t y  

of t h e  w r i t i n g  s t a f f  a t  JEMO. It: i s  probable  t h a t  i n  t ime t h i s  program w i l l  



develop t o  where these  w r i t e r s  a r e  subjec t  s p e c i a l i s t s  and e d i t o r s  who w i l l  draw 

on t h e  b e s t  and most knowledgeable w r i t e r s  throughout Nepal t o  submit manuscripts 

f o r  u se  i n  t h e  schools.  Such m n u s c r i p t s  w i l l  go through the  hands of t h e  e d i t o r s  

and under t h e i r  guidance t h e  nonstaff  w r i t e r s  would w r i t e  t e x t s  t h a t  meet t h e  r equ i re -  

ments of t h e  c u r r i c u l a  and t h e  eva lua t ion  committees. The Nepali s t a f f  wr i t e r s ,  

however, have not  ye t  a t t a i n e d  t h e  e x p e r t i s e  t o  be such sub jec t  s p e c i a l i s t s  and 

e d i t o r s ;  however, i f  American sub jec t  s p e c i a l i s t s  were a v a i l a b l e  t o  work w i t h  

them, s t e p s  could be taken t o  develop them wi th in  the  reasonable f u t u r e .  Having 

one w r i t e r  f o r  each subjec t ,  a s  a t  present ,  does not  produce t h e  b e s t  t e x t s  poss ib l e  

f o r  Nepal. The i d e a l  would be t o  have a subjec t  s p e c i a l i s t  a s  an e d i t o r  who would 

be dedica ted  t o  g e t t i n g  t h e  b e s t  wr i t i ng  f o r  t h e  t e x t s  i n  h i s  f i e l d ,  

I  understand t h a t  JEbfO no longer p lans  t o  use  co lo r  i n  i t s  e a r l y  readers ,  

and yet  it is t h e  c o l o r  t h a t  e x c i t e s  t h e  new reader ,  many of whom m y  never have 

seen a book before t h e i r  f i r s t  textbook. I  mentioned t h i s  t o  the  Direc tor  General, 

and h i s  response seemed t o  concur wi th  my f e e l i n g  t h a t  co lo r  i s  of value.  Using 

c o l o r  on a l t e r n a t e  s igna tu res  o r  even on one s i d e  of a l t e r n a t e  s igna tu res  would 

add only a pa i se  o r  two t o  t h e  c o s t s  of manufacturing, 

The* production con t ro l  a t  JEbX) i s  inadequate,  By "production cont ro l"  

I  mean the  scheduling of t h e  manuscript from i t s  i n i t i a l  s t ages  through i t s  

p repa ra t ion  f o r  t h e  p res s ,  A t  t h a t  time, t h e  p res s  s e c t i o n  i s  respons ib le  f o r  t he  

scheduling of the  textbook, and t h i s  schedule i s  repor ted  t o  the  production con t ro l  

of JEMO. I f  t he  p res s  s e c t i o n  cannot meet a reasonable schedule, then product ion 

c o n t r o l  might f ind  it necessary t o  use another  press .  Production con t ro l  a l s o  

i s  respons ib le  f o r  coordina t ing  t h e  wr i t ing ,  i l l u s t r a t i n g ,  e d i t i n g ,  rou t ing  of 

proofs  back and f o r t h  between t h e  p res s  and t h e  au thors ,  and t h e  appropr ia te  design 



of t h e  textbook. The lack of app rop r i a t e  product ion i n  JEMO sugges ts  t h a t  JEhdO 

has  t h e  s t r u c t u r e  of an educa t iona l  publ i sh ing  house bu t  wi th  i s o l a t e d  and un- 

r e l a t e d  u n i t s .  The product ion s e c t i o n  is  b a s i c  t o  t h e  coord ina t ion  of a l l  t h e s e  

u n i t s  s o  t h a t  a  manuscript i s  produced e f f i c i e n t l y  and with high q u a l i t y ,  I  

observed t h a t  t h e  a r t i s t s  a r e  unaware of how t h e i r  a r t  is used i n  reproduct ion ,  

and I  was t o l d  by t h e  o f f s e t  camera personnel  t h a t  t h e  a r t i s t s  had not  v i s i t e d  

them t o  s ee  t h e  t e c h n i c a l  techniques used i n  making p l a t e s  of t h e i r  a r t  ( t h i s  

would r e q u i r e  only t h a t  an a r t i s t  walked from one wing of t h e  JEMO bu i ld ing  t o  

ano the r ) .  Schedules a r e  no t  followed (or  even s e t )  and t h e r e  1s no p rov i s ion  t o  

keep t h e  p r e s s  and personnel busy. Designers a r e  no t  a l e r t  t o  t h e  requirements  

of t he  p r i n t i n g  p re s se s ,  and they  do not  ask  t he  p r e s s  s e c t i o n  f o r  binding l ayou t s  

o r  whether t o  p a s t e  up camera copy f o r  4-, 8-, 16-, o r  32-page s igna tu re s .  

The p re s s  s e c t i o n  i s  completely underused. A s  a  r e s u l t  t h e r e  i s  low 

morale. I t  i s  a  good f a c i l i t y ,  bu t  unused people and unused machinery r u s t .  

The admin i s t r a t i ve  s e c t i o n  i s  more concerned with i t s  c l e r i c a l  d u t i e s  than  

with g iv ing  t r u e  a d m i n i s t r a t i v e  s e r v i c e s  and suppor t ,  Although it handles  pur- 

chasing,  it makes no s e r i o u s  budgeting e f f o r t s  i n  t r y i n g  t o  a n t i c i p a t e  m i n t e n a n c e  

and replacement requirements.  Without a  c o s t  account ing procedure,  i t  i s  n o t  

c e r t a i n  of t h e  t r u e  c o s t s  of t h e  whole e f f o r t ,  I t  assumes i t s  only  r e s p o n s i b i l i t y  

i s  t o  keep r eco rds  and not  t o  i n t e r p r e t  them f o r  i t s  management. Although it i s  

a l s o  r e spons ib l e  f o r  personnel ,  it  conducts no o r i e n t a t i o n  courses  and has  no 

formalized t r a i n i n g  programs. 

In  my survey I have found cons iderab le  d i s s a t i s f a c t i o n  with t h e  d i s t r i b u t i o n  

e f f o r t s  of Sajha Prakashan. Both Nepali  and Americans have expressed t h i s  concern. 

C e r t a i n l y  a  c a r e f u l  s tudy  need be made of t h e  presen t  method of d i s t r i b u t i o n ,  but  

I do no t  adv i se  a  too  has ty  r e j e c t i o n  of t h e  use  of a  commercial wholesaler ,  



whether it be  Sa jha  Prakashan o r  some o t h e r  d e a l e r .  DEOs a r e  not  equipped t o  

d i s t r i b u t e  books, e s p e c i a l l y  when they  nust be purchased by s tuden t s ;  nor  a r e  

DEOs e s p e c i a l l y  capable  i n  d i s t r i b u t i n g  f r e e  t e x t s ,  f o r  they  are inexperienced i n  

t h e  handl ing of l a r g e  q u a n t i t i e s  o f  books and become f e a r f u l  of t h e i r  accounta-  

b i l i t y  of such books. ( In  t h e  f r e e  textbook a r e a s ,  it would seem more a p p r o p r i a t e  

t o  have c e n t r a l  zone warehouses with d i s t r i c t s  a b l e  t o  draw upon t h e s e  from term 

t o  term, acqu i r ing  only  t hose  m a t e r i a l s  immediately needed.) 

I t  does n o t  appear ,  e i t h e r ,  economically sound f o r  JEbM t o  e s t a b l i s h  i t s  

own branch o f f i c e s  and t o  e n t e r  i n t o  a s a l e s  program with agen t s .  This  t ype  o f  

program would r e q u i r e  l a r g e  investments  and s t a f f i n g  and would l i k e l y  be no more 

e f f i c i e n t  t han  commercial wholesalers .  Commercial wholesalers ,  a t  l e a s t  a s  long 

a s  t e x t s  a r e  so ld  t o  s tuden t s ,  can ope ra t e  more economically f o r  they  w i l l  be 

cover ing  t h e i r  overhead c o s t s  with t h e  s a l e s  o f  t h e  books o f  more t h a n  one 

pub l i she r .  

I t  i s  t r u e  t h a t  t h e  Sajha Prakashan c o n t r a c t  should be c a r e f u l l y  reviewed-. 

o r  any c o n t r a c t  given t o  another  wholesaler .  I sugges t  t h a t  t h e  r a t e  of commission 

should be of  secondary concern, however. The important cons ide ra t i ons  shoujd be 

given t o  t h e  s e r v i c e s  provided by t h e  wholesaler .  

1. What branch o f f i c e s  can he ~ r o v i d e  and 
what is  t h e i r  geographical  loca t ion?  

2 .  Do h i s  branch salesmen a c t u a l l y  t r a v e l  t o  
agen t s  t o  s e l l  books? 

3 .  Do they  d e l i v e r  books promptly? 

4 .  Do they  maintain adequate  s tocks?  

5 .  Are t h e  agen t s  l oca t ed  s t r a t e g i c a l l y  t o  
s e r v i c e  t h e  l a r g e s t  number of schools? 

6. Do they  have adequate  warehousing t o  
p r o t e c t  t h e  books? 



I t  i s  even poss ib l e  t h a t  l a r g e r  commissions should be granted t h e  wholesaler  so 

t h a t  g r e a t e r  s e r v i c e s  can be provided. I t  i s  probable  t r a n s p o r t a t i o n  c o s t s  should 

be pa id  by t h e  wholesaler  t o  t h e  agent  so t h a t  t h e  agent  can make some p r o f i t  from 

t h e  s a l e s  of books. The d i s t r i b u t i o n  of books is made not  f o r  t h e  r e t u r n  t h a t  

can be made t o  t h e  government but  f o r  t h e  s o l e  purpose of g e t t i n g  t h e  books t o  

t h e  s tuden t s .  

In  add i t i on ,  a con t inu ing  s tudy of d i s t r i b u t i o n  methods should be under- 

taken by d i s t r i b u t i o n  s p e c i a l i s t s .  This  s tudy  might wel l  cons ide r  looking a t  

how goods r each  v i l l a g e s  r a t h e r  than  looking a t  t h e  v i l l a g e s  and towns from t h e  

vantage po in t  of Kathmandu. I t  might be found t h a t  t h e  c l o t h  o r  t inware  merchants, 

f o r  example, have b e t t e r  d i s t r i b u t i o n  systems than  bookse l l e r s ,  and we should en-  

courage bookse l l e r s  t o  cons ide r  new methods of  d i s t r i b u t i o n .  In  t h e  United S t a t e s  

and i n  Europe we have long found t h a t  d rug  s t o r e s ,  supermarkets,  and nonbookstores 

can  s e l l  books a s  wel l  a s  bookstores .  In  most towns i n  t h e  United S t a t e s  and 

Canada, f o r  i n s t ance ,  t h e r e  a r e  no bookstores  a s  such. 

We must a l s o  cons ide r  whether o r  no t  JEMO books should be compulsory. 

There i s  t h e  advantage t h a t  JEMO books a r e  designed t o  f i t  t h e  c u r r i c u l a  and 

t eache r s  a r e  being t r a i n e d  i n  t h e  use o f  t he se  textbooks.  T h i s  would r e l i e v e  schools  

of  t h e  p re s su re s  t o  u se  o t h e r  t e x t s ,  but it would a l s o  mean t h a t  JEW t e x t s  nust be 

we l l  d i s t r i b u t e d  enough s o  t h a t  t hey  would be a v a i l a b l e .  (Note: There was some 

ques t ion  a s  t o  whether o r  no t  t h e  GON could make t h e  books compulsory because o f  

t h e  semiautonomy of  t h e  d i s t r i c t  schools ;  however, t h e  D i r ec to r  General informed me 

t h a t  t he  books would l i k e l y  be made compulsory and HMG had t h e  power t o  do so.)  

The disadvantage of compulsory t e x t s  i s  t h a t  without  compet i t ion t h e  JEMO books 

might become mediobee. I t  is p o s s i b l e  t h a t  making JEW books compulsory f o r  a 



per iod  of t ime (fol lowing which o t h e r  pub l i she r s '  t e x t s  must meet minimum 

s tandards)  would work o u t ,  My hope i n  m i n t a i n i n g  high s tandards  i n  JEblO t e x t s  i s  

based more on t h e  recru i tment  of ou t s t and ing  w r i t e r s  from a l l  of Nepal than i n  

t h e  spur  t h a t  compet i t ion from o t h e r  pub l i she r s  might give.  

RECOMMENDATIONS 

These recommendations and sugges t ions  a r e  l im i t ed  t o  t h e  JEMO program. 

USAID1s d i r e c t  a s s i s t a n c e  t o  t h e  Educat ional  Ma te r i a l s  p r o j e c t  i s  not  of g r e a t  

s i g n i f i c a n c e  a t  t h i s  time; however, t h e  p r o j e c t 4  warran ts  a d d i t i o n a l  a s s i s t a n c e  a s  

may be r equ i r ed  t o  a s s u r e  t h a t  t h e  Qurr icu la  a r e  a p p r o p r i a t e l y  t r a n s l a t e d  i n t o  an 

e f f e c t i v e  textbook and m a t e r i a l s  program. This  a i d  would seem t o  r e q u i r e  a s s i s t a n c e  

i n  t h e  p repa ra t i on  of e f f e c t i v e  t e x t s  and t e a c h e r s t  guides  and i n  a l l e v i a t i n g  t h e  

problems t h a t  o b s t r u c t  t h e  e f f e c t i v e  d i s t r i b u t i o n  of textbooks and o t h e r  m a t e r i a l s  

t o  t h e  schools  of  Nepal. 

1. There i s  a  very  reasonable  d e s i r e  on t h e  p a r t  of bo th  Nepali and 

Americans t o  produce m a t e r i a l s  t h a t  w i l l  have an immediate appearance i n  t h e  

schools .  However, a s  t h e  model i l l u s t r a t e d  on t h e  fo l lowing  page i n d i c a t e s ,  i t  

may t ake  as  m c h  as t h r e e  years  f o r  a text t o  be prepared,  produced, t e s t e d ,  

eva lua ted ,  and reach  the  n a t i o n ' s  schools .  The time schedule  suggested i n  t h i s  

model is ,  of course,  a r b i t r a r y ,  and w i l l  n o t  be t r u e  f o r  a l l  t e x t s ;  however, it  

does i n d i c a t e  t h a t  i f  t h e  i n t e n t  is p r imar i l y  f o r  product ion i t s e l f ,  t h e  pub- 

l i s h i n g  of textbooks can be done q u i t e  s w i f t l y .  I f  t h e  i n t e n t  i s  t o  provide t e x t s  

t h a t  a r e  meaningful t o  t h e  s tudents  and w i l l  a s s i s t  i n  educa t ing  them, time i s  

r equ i r ed  f o r  wr i t i ng ,  t e s t i n g ,  r e t e s t i n g ,  eva lua t ing ,  and thought fu l  pub l i ca t i on .  

I  recognize and admire t h e  zeal of' t h e  Nepal i  and Americans i n  USAIL) t o  s ee  immediate 
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r e s u l t s ;  however, a s  I  looked a t  Nepal, I  a l s o  r e a l i z e d  t h a t  i t  could be twenty 

yea r s  o r  more before  t he se  t e x t s  could e f f e c t i v e l y  reach throughout t he  land. 

The t e x t s  now being prepared w i l l  i n  a lmost  a l l  i n s t ances  have t o  be redone very  

s h o r t l y  because of t h e  lack  of adequate  t e s t i n g ,  r ewr i t i ng ,  r e t e s t i n g ,  and c a r e f u l  

coo rd ina t ion  with t h e  t o t a l  c u r r i c u l a .  

I recommend, t he re fo re ,  a  rep lanning  of t h e  ca lendar  of ope ra t i ons  

f o r  JEW t o  provide f o r  a l l  elements o f  textbook production, a s  shown i n  t he  

abbrev ia ted  c h a r t .  1 sugges t  p i l o t  schools  be s e l ec t ed ,  and t h a t  t e s t  schools  be 

s e l e c t e d  annual ly  ( so  t h a t  more t e a c h e r s  and s t u d e n t s  w i l l  n o t  only become f a m i l i a r  

with t h e  new t e x t s  bu t  a l s o  become more aware of  t h e  concern of t i i s  Majesty 's  

Government i n  t h e i r  educa t ion) .  The model shown i n  t h e  c h a r t  shows only a r b i t r a r y  

time u n i t s ;  t he se  must be f l e x i b l e ,  f o r  some t e x t s  w i l l  v a ry  i n  t h e i r  time r e -  

quirements.  

2 .  The use  of  w r i t e r s  a t  JEMO i s  s e l f - l i m i t i n g .  The w r i t e r s  a r e  

paid s a l a r i e s  a s  government employees and have many i n t e r r u p t i o n s  i n  t h e i r  work 

because of  absences on o t h e r  government bus iness  o r  because they  must handle 

admin i s t r a t i ve ,  e d i t o r i a l ,  o r  t e c h n i c a l  d e t a i l s  without adequate support .  - I 

recommend t h a t  a s s o c i a t e  o r  a s s i s t a n t  w r i t e r s  be assigned t o  a s s u r e  c o n t i n u i t y  of  

t h e  program i n  each sub jec t .  

In  1972, when a l l  primary t e x t s  a r e  scheduled f o r  pub l i ca t i on ,  an  

e f f o r t  w i l l  be made t o  produce t e x t s  i n  secondary sub jec t s .  I sugges t  t h a t  JEMO 

a t  t h a t  t ime s e r i o u s l y  cons ider  developing i t s  w r i t e r s  i n t o  s e n i o r  o r  a s s o c i a t e  

e d i t o r s .  This  development would a l low JEMO t o  encourage, and c o n t r a c t  with,  t h e  

b e s t  a u t h o r i t i e s  i n  s u b j e c t  mat te r  t o  write and/with t h e  e x p e r t  guidance o f  t h e  

JEW e d i t o r s - - t o  produce e x c e l l e n t  t e x t s  s u i t e d  t o  t he  c u r r i c u l a ,  t h e  needs of  t h e  



s tuden t s ,  and with t h e  a u t h o r i t y  t h a t  such w r i t e r s  could r ep resen t .  

Even now add i t iona l  a s s i s t a n c e  f o r  t h e  w r i t e r s  i n  J E M I  would allow 

them t o  coordina te  c l o s e l y  the  work of t h e  c u r r i c u l a  committees with t h e  needs of 

t h e  schools themselves. With t h i s  freedom from a heavy wr i t ing  schedule, each 

m i t e r  could work d i r e c t l y  with t eache r s  on t h e  t e a c h e r s 1  guides and they could 

observe d i r e c t l y  t h e  use of t h e i r  t e x t s  i n  c l a s ses .  I t  would allow them t o  escape 

from t h e i r  cu r ren t  i s o l a t i o n .  

The w r i t e r s  do no t  have access  t o  cu r ren t  methodology i n  textbook 

approaches. The l i b r a r y  a t  JEblO i s  inadequate,  and t h e  advances i n  more educat ion 

have been tremendous. I  recommend, therefore,  t h a t  sub jec t  s p e c i a l i s t s  be made 

a v a i l a b l e  by USAID t o  work with these  w r i t e r s ,  These sub jec t  s n e c i a l i s t s  would work 

a s  co l leagues  (not a s  "advisorst t )  t o  suggest new teaching  a t t i t u d e s ,  methods, and 

i l l u s t r a t i v e  examples. They wou1.d a l so ,  i n  conjunct ion w i t h  t he  w r i t e r s  coordina te  

t h e i r  e f f o r t s  w i t h  t h e  c u r r i c u l a  committees and observe t h e  use of mater ia l s  i n  

t h e  schools.  

I  suggest t h a t  such subjec t  s p e c i a l i s t s ,  provided by USAID, would 

work on a man-to-man bas i s  w i t h  t he  wr i t e r s .  This  would e l imina te  t h e  need f o r  a 

w r i t e r - e d i t o r  s p e c i a l i s t ,  now provided b y  USAID. Such subjec t  s p e c i a l i s t s  would be 

resource ~ e r s o n n e l  and would be drawn upon a s  t h e  w r i t e r s  need them. 

3 .  Present  t e s t i n g  procedures a r e  so informal a s  t o  be almost u se l e s s .  

A t e x t  r e q u i r e s  ca re fu l  and thorough t e s t i n g  i n  p i l o t  schools  where t h e  w r i t e r s  

(and t h e  sub jec t  s p e c i a l i s t s )  can observe s tudent  r e a c t i o n  and p a r t i c i p a t i o n  i n  

t h e  l ea rn ing  processes.  Such p i l o t  schools  r equ i re  t r a i n e d  t eache r s  who have 

been indoct r ina ted  i n  the  use  of t h e  t e x t s  through study of t h e  t eache r s '  guide. 

I f  t h e  w r i t e r  be a teacher ,  he could even teach l a r g e  s e c t i o n s  of h i s  t e x t .  



I recommend t h e  r e s t u d y  of  t h e  p r e s e n t  t e s t i n g  methods and a  formal  program f o r  

such t e s t i n g .  (Kefer aga in  t o  t h e  c h a r t  e n t i t l e d  "Suggested Timetable  f o r  Text-  

book Product ion.")  

4 .  Evalua t ion  is  always r equ i r ed  f o r  t ex tbooks .  Unfor tuna te ly ,  

some t e x t s  a r e  now be ing  r e p r i n t e d  a g a i n  and a g a i n  without  even typographica l  e r r o r s  

being c o r r e c t e d .  Th is ,  however, i s  n o t  a s  s e r i o u s  a s  t h e  r e p r i n t i n g  o f  t e x t s  w i t h  

t e c h n i c a l l y  unsound m a t e r i a l s .  I  recommend t h a t  a  procedure  be e s t a b l i s h e d  t o  

p rov ide  feedback from t h e  s choo l s  on each t e x t .  Such e v a l u a t i o n  may r e q u i r e  

pe r sona l  i n t e rv i ews  by t h e  w r i t e r s ,  o r  it may be enough t o  have q u e s t i o n n a i r e s  

completed by t h e  t e a c h e r s .  Whatever t h e  method, it must be remembered t h a t  t e x t -  

book p u b l i s h i n g  i s  a  con t i nu ing  e f f o r t ,  y ea r  a f t e r  year ,  wi th  t h e  aim t h a t  each 

succeeding e d i t i o n  o r  r e p r i n t  be a l i t t l e  b e t t e r  t han  i t s  p redecessor .  

5. There is  need f o r  t r a i n e d  personne l  i n  c e r t a i n  a r ea s .  Some of 

t h i s  t r a i n i n g  can be ob t a ined  by send ing  p a r t i c i p a n t s  t o  America o r  o t h e r  c o u n t r i e s ,  

by in-house t r a i n i n g  cou r se s ,  o r  by t r a i n i n g  i n  a  Nepali  c e n t e r ,  I n  some i n s t a n c e s  

improving t h e  pay s c a l e  may a t t r a c t  competent people .  

Graphic a r t i s t s .  There a r e  none a t  J E W .  The s t a f f  a r t i s t s  a r e  no t  

f a m i l i a r  w i th  t h e  mechanical requ i rements  o f  des ign ,  s c r eens ,  platemaking, reduc-  

t i o n s ,  camera copy, e t c .  Th is  l a ck  of g r aph i c s  knowledge f r u s t r a t e s  them i n  t h e i r  

e f f o r t s  and i n c r e a s e s  t h e  work of t h e  p r e s s  s e c t i o n .  I t  a l s o  s i g n i f i c a n t l y  lowers  

t h e  q u a l i t y  o f  t h e  t ex tbooks .  Those a r t i s t s  now a t  JEblO can  be t augh t .  There i s  a  

t r a i n e e  r e t u r n i n g  from t h e  United S t a t e s  soon, bu t  he w i l l  n o t  have t ime  t o  t r a i n  

h i s  co l l e agues .  More a r t i s t s - - p e r h a p s  two--should be s e n t  t o  I r a n  o r  I n d i a  f o r  

s p e c i a l  t r a i n i n g .  

D i s t r i b u t i o n  s p e c i a l i s t s .  There a r e  two book e x p e d i t e r s  now on t h e  

USAID s t a f f ,  and t h e r e  i s  a  warehouse and d i s t r i b u t i o n  c h i e f  on t h e  JEMO s t a f f ,  



None of these  i s  s k i l l e d  in  d i s t r i b u t i o n  methods. Textbook d i s t r i b u t i o n  in  

Nepal has i t s  unique problerns, but  d i s t r i b u t o r s  i n  Nepal need t o  be aware of new 

methods. D i s t r ibu t ion  must use every channel poss ib le ,  and many i n  combination. 

People a r e  needed who w i l l  concern themselves i n  depth with exploring new approaches 

and methods o r  red iscover ing  old ones. There a r e  no spec ia l  courses f o r  d i s -  

t r i b u t i o n ;  however, t h e r e  a r e  good d i s t r i b u t o r s  i n  America, India ,  Japan, and 

England, and t h e i r  methods should be s tudied  by a Nepali. I recommend such t r a i n i n g  

f o r  a t  l e a s t  one i n t e l l i g e n t  Nepali who understands t h e  r e a l  d i f f i c u l t i e s  of 

t r a n s p o r t a t i o n  and c o m n i c a t i o n  i n  Nepal. 

Proofreaders .  There i s  an immediate need f o r  proofreaders .  'l'his i s  

a f a i r l y  new s k i l l  i n  Nepal and t h e r e  a r e  few t r a i n e d  proofreaders  ava i l ab le .  I t  - 
may be necessary t o  e s t a b l i s h  a t r a i n i n g  program a t  JEP.40 [where constant  proofing 

i s  requi red .  Perhaps t h e  t r a i n e e s  could a l s o  be sen t  t o  India.  Proofreading, 

however, i s  such an underrated job i n  Nepal, and t h e  s a l a r y  s c a l e  i s  so modest, 

t h a t  an e n t i r e  review of t h e  p o s i t i o n  i s  requi red .  An exper t  proofreader  must 

know language, s p e l l i n g ,  syntax, re ferences ,  and have a smat te r ing  of many d i s -  

c i p l i n e s .  He must know when t o  c o r r e c t  typographical  e r r o r s  and when t o  query 

authors  on the  sense of t h e i r  sentences.  Lack of proofreaders  a t  JEW is  c o s t l y ,  

f o r  w r i t e r s  rrnrst be d ive r t ed  from t h e i r  t a s k s  t o  do t h e i r  own. 

Typis t s .  There i s  need f o r  s k i l l e d  t y p i s t s  a t  JEF.10. Apparently t h i s  

can be co r rec t ed  by reviewing t h e  pap s c a l e  f o r  t y p i s t s  t he re .  I  recommend t h a t  

t h i s  be done a t  once. Again, t h e r e  i s  a high cos t  i n  d i v e r t i n g  w r i t e r s  from 

t h e i r  work because they  mst oversee a l l  typ ing  and proofread each l i n e ,  

6 .  The p res s  sec t ion  a t  JEMO has a g rea t e r  capac i ty  than is apparent ly  

requi red  f o r  J E M O ' s  scheduled work. Equipment of t h i s  na tu re  must be f u l l y  used 

t o  be economical, and so it i s  important t h a t  t h e  p r e s s  r ece ive  work from o t h e r  



p a r t s  of t h e  Department of Education, t h e  Ministry,  o r  t h e  GOK. A s tudy should 

be made a s  t o  whether t h e  p res s  should remaifi s o l e l y  f o r  JEMO t e x t s  (which would be 

i n e f f i c i e n t  a t  the  present  l e v e l  of opera t ions) ,  be a  Department press ,  o r  become 

p a r t  of t h e  Government P r i n t i n g  Off ice .  P r i o r i t y ,  of course, should continue t o  

be given t h e  production of JEMO textbooks, r ega rd le s s  of t h e  dec i s ion  made on the  

s t a t u s  of t h e  press .  

The p res s  s e c t i o n  needs more s t a f f i n g  f o r  i t s  business  management 

a rea .  I t  r e q u i r e s  c o s t  accounting, scheduling, con t ro l  of work flow, and o t h e r  

management methods. Without t hese  it cannot know how e f f i c i e n t  it i s  nor can it 

determine i t s  f u t u r e  needs a s  it becomes more a c t i v e .  

7 .  JEb10 needs a  business  management sec t ion ,  and i t s  present  

admin i s t r a t ive  s e c t i o n  should be f i l l i n g  t h i s  funct ion .  Current ly t h e  Acting Chief 

Administrator  a l s o  a c t s  a s  t he  business  manager, and t h i s  p l aces  a  heavy burden 

on him i n  a d d i t i e n  t o  h i s  o t h e r  d u t i e s .  The accountants  r e p o r t  d i r e c t l y  t o  him 

a s  does the  warehouse. A l l  admin i s t r a t ive  support s e r v i c e s  should be under a  

business  manager r e p o r t i n g  t o  t h e  Chief Administrator.  There i s  no need t o  change 

t h e  present  organiza t ion  of JEMO t o  e f f e c t  t h i s ;  t h e r e  need only be a  r e d e f i n i t i o n  

and assignment of appropr i a t e  d u t i e s  t o  t h e  admin i s t r a t ive  sec t ion  c h i e f .  

There i s  an immediate need f o r  t h e  appointment of a  Chief Administrator ,  

f o r  t h e  a u t h o r i t y  of t h e  Acting Chief Administrator i n  managing an  e f f e c t i v e  

organiza t ion  i s  d i lu t ed .  

8 .  Appendix A l i s t s  personnel requi red  f o r  AID support  of t h i s  

cont inuing  a c t i v i t y .  l 'his l i s t  inc ludes  assignment of sub jec t  s p e c i a l i s t s  and t h e  

assignment of a  production s p e c i a l i s t .  

The sub jec t  s p e c i a l i s t s  ( see  Recommendation 2 above) would a c t  a s  

resource people f o r  t h e  w r i t e r s  ( e d i t o r s )  t o  provide broader access  t o  modern 



methodology and for general support in the preparation of texts and teacherst 

guides. 

The production specialist would be a person with a broad experience in 

all phases of book publishing, book manufacturing, and book distribution, He 

would be available to the Chief Administrator for assistance in programming, pro- 

jection of work loads, and analyses of management requirements. He would also 

be capable of working on an operational level to train artists and designers in 

graphic arts, 'I'he Chief of the production section would also call on him for 

special training efforts and for counsel in the coordination of manuscript 

preparation, production of test materials, and quality control of the textbook 

program, 



APPENDIX A 

Addit ional  Personnel Required from AID 

Subjec t  s p e c i a l i s t s :  (7) 

C r a f t s  
Soc i a l  Science 
Language Arts 
Engl ish (2nd language) 
Plathemat i c s  
Science 
Home Science 

Product ion s p e c i a l i s t  : (1) 

Addit ional  Personnel Kequired from HMG 

Wri te rs :  7 Assoc ia te  w r i t e r s  
7 A s s i s t a n t  w r i t e r s  

Artists: 3 graphic  a r t i s t s  (p r e sen t  a r t i s t s  can be t r a i n e d )  

Designers:  2 de s ign  and layout  men (can be t r a i n e d  by product ion 
s p e c i a l i s t  provided by AID) 

Management: 1 Business Manager (Pos i t i on  of Adminis t ra t ive  Sec t ion  
Chief can be r ede f ined  and expanded i n  i t s  r e s p o n s i b i l i t i e s )  
Note: AID may wish t o  cons ider  a p a r t i c i p a n t  course  i n  
bus ines s  management f o r  t h i s  pos i t i on .  
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MINISTRY OP EUJCATION 
W I V J t E N T  OC NEPAL 
( S i q l i f i d  or#. chart, 1970) 

Under 
Sacrotary 
Adminis- 
trat ion,  
F i sca l ,  C 
Physical 

Undar 
Secretary 
UNESCO 

SECRETARY 

JOINT SECRETUlY L, 
Seerotary 
Toachar 
Education 

Fl 
*cat ion 

DIRECTOR CENERAL L, 
Director 
Primary 
Education 

Education 

k p u t y  
Director 
Adminis- 
t ra t  ion 

I 

i s t ra to  

BEST AVAILABLE COPY 


