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The people, mortly Salvadoran taacherm, utudentr, adminirtratorr and community 
mamberr,.who contributed t o  the evaluation are  f a r  too numerous t o  mention. 
Out particular thanlu, howevor, go to tho Vice Minirt?r of Education, Sra. 

1 Ceailir b. Cano, fo r  contribtiting ~enerour ly  the time and anrrgy of herrolf as 
ve l l  a8 the seven renior m.berr of her r t a f f  who rerved f u l l  ti& on the 
avalurtion t a r s ,  and t o  He1 Chatmm of USAID/Cl Salvador who likewirre gave 
f u l l  comittmort of hio ti- and energy to  the d a d @  and imp1.ementation of 
th i r  evaluation, and without whose complete support it would not have been 
fear ible . 
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PURPOSE: Tho purpose of the evaluation war to  measure accompllahment and impact, 
and determine lessons learned from design and implementation of the rubject 
proj sc t . 
Tho evaluation focurssd on r i x  boric irouer: 

. 1. USAID/COES/cantractor reoponro t o  the recomen&tionr of tho interim 
ovalut ion.  - 
2. Compliance of the GOES, USAID and contractorr with project contractr and 
agroemntr . . . 
3 ,  Projoct impact on tho GOES primary rchool ryrtem in  relation to  project 
purporar of incroasin$ accerr to  8nd offectivonorr of primary oducation. 
4: How oxir t ing primary rchool rorourcor might bo wad w r o  effoctivoly t o  . . 
achieve thora project putposer . 
5.  Xarursemont structuror and procedurer for  project procurement and other 
implementation moasuror, with particular at tention t o  identification of 
problomr and proairing prdcticdr. 
6. Other lossonr t o  be learned from project oxperiencr for  design and 
implementation of futuro project;. . 

f.lthough tho progect war oxtended three monthr t o  December 31, 1989, construction 
and repair ,  oqufpment and rupply procurement, preventive maintenmco, and 
textbook distr ibution and training, project ac t iv i t io r  vero assentially eompleted 
a t  tho time of ovalwtion. 

NETHODOLOCY: Tho ovalurtion war carried out between August 22 and Septmbor 24, 
1989, and u d o  heavy uro of Salvadorans participation. Tho 22 member evaluation 
team conairtad of  rovan Americana and might Salvadoran# contrr.ctCbby tho 
Ins t i tu te  for  International Research, and tho f u f l t i u  participation of raven ' 

senior of f i c i a l r  of the Minirtry of Education. Tho toam war rupportod by part- 
time rocretar for , intorprotorr , and other - office aas i r tant r  . 
Piold rorearch and analyrir of &tr war conductad by fotrr functional p u p s :  
teach in^, rchool adainirtration, school corutruction and community &ve:lopmnt. 
Data war gathered through intomriowing participating govornmont'agency off ic ia ls ,  
contractorr, rchool a&inirtratorr  and torcherr, studontr, parontr and ccomunity 
wmbotr. Tho team vioitod ovor 130 rchoolr, ooloctoi3 a t  random from t1hroul)tout 
tho country, oxcludin& only areas i n  activo confl ict .  Tho data vrr  thoa mrlyred 

MCKCRWND: When tho project war designod i n  1984, tho prodominant U.S. foreign 
policy in toror t  i n  E l  Salvador war t o  holp the democratic goverruent, attackad 
from both l e f t  and r ib t .  t o  prove i t r  worth t o  itr cltizonr. Thorefore t h i s  
project empharizod h i  i h  visibility, broad coverago, and apead of oxocution. 

roject, 

By 1980 
rchoolr 
damaged 

tho c i v i i  war had reverely damaged E l  Salvador's education system: .art 
had dotorioratod from declining maintonmnco budgetr, and many had been 
or dertroyed by war; nev teachina u t o r i a l r  uoro i n  p~roparotlom~ but funds 



ware lecking for distribution and teacher trrinlng; funds for school desk ,  
equipment and ruppliea Jere alro acarce. 

The project d e ~ l g n  Eocussd on: construction o n  
8-atabliahin8 r achool maintenure ayatam ubich depenbd largely on 
mobilization of coaaunity rupport; furnirhing of the 2,800 c l l s r roou plum 1,000 
mra;  and printing d birtribution of k x t a ,  ud training kacbarr i n  thoir we. 

- The project & r i p  inclubd a project. i~plementation unit attached t o  tho 
niniatrjr of Education, but with-better qualified mQ better paid rtaff  than war 
feasible under regular COES aurpicer and reparated from the COES bureaucracy. I n  
the intarart  of rapid i.pZ.emntation, a11 equipwnt procuremmt war to  be handled 
diractly by AID and a11 conctructlon by prlvatr f i ~ .  

. ' 4 .  r:. . J.  * 

ation agenciea. 

in  tho interfm evaluation, 
l reconnen&tion to  dirtr lbute 

cerrive amphaair, somotiur for re 
preventative uinterunce, the docirion war ma& to rmpharize tha rola of 
communitier ovor regional WE off icer . APRB rtaff  was rubs tantially 
r trengthenod. Implemntatlon l a t t a r r  progr-d P U l O  local curronciar for 
rpecific projact activitior. -,. . 3r' . 
Although there war rubstmtial improvement in implementation plmnnln#,.the 
rerponaa to  recomen&tiona to improve c o o ~ r a t i o n  md coordination m n r  
implementing agencier Similarly, recommd.fioru 
diracted at  training i otheruira u n i ~ l r i n g  projoc t 

A .or@ &tallad muwary of the rarponra t o  tha Interim evaluation racomn&tions 
-* 18 contained in  Annex 3. - 

a With Project C o n t t . c f r :  lbir evaluation i r  not r 
complianca audit. Overall, we were wch impreared by obvioua effortc in project 
implementation to keep projact documentation and practice in conformity with each 
other. RONCO8r procurewmt performance, in  particular, appear8 to  hava been 
exemplary. While ve heard the usual complaints of delay in contract processing, 
they did not relate to failure to  provide resources. 

c t  u v e  to  ~ c t i v ~ c e s s i b i ~ :  In t e r u  of achoolroom~ and 
thoir furnishings, uinterunce tool k i t r ,  tort. books, equipment and rupplies, the 
project preducod rcbrulta that w r a  rubrtantial, rvtiomiQ and on rchedule. 



implementing agencies, 

However, the project agreement and authorizat ion defined the purpose of the 
project  as helping to  restore  the effect iveness  and accessibi l i ty  of Salvadoran 
primary education to  preconflict  leve ls .  The Salvadoran education system has not 
employed standardized achieve~ant  t e s t ing  t o  determine i t s  effectiveness. As t o  
accesa, the conf l ic t  has enforced massive mieration of populations toward urban 
areas  from rura l  zones of conf l i c t .  ~-hmQbp&mae- -- L--1Yrar- 

% 

. . The comstruct~.on of 400 new classrooms and rehabi l i ta t ion  of 2418 others ,  has  
gone f a r  toward asaurina tha t  nd rtudent is denied access fo r  lack of school 
rooms. Our random-sampling of both urban and rura l  schools disclosed no schools 
a t  which studentr had t o  be turned away f o r  lack of itac4lities. We did,  however, 
f ind  somo school.roonr i n  dfruso f o r  lack  of  torcherr. 

0 
A. t o  eftectivenens, i n  the absence of object ive t e s t  r e su l t s ,  our impression of 6 
teacher performance war favorable. Classes averaging 45 students per room 
approximate h i s to r i ca l  r a t io s  i n  E l  Salvador. Teachers have probably never had 0 

s tronger logis  t i c a l  support with educational materials , furniture and supplies 
than they have enjoyed under the project .  

Textbook d i r t r ibut ion  and teacher t r a in ing  systems took ro long to  develop t h a t  
there has been l i t t l e  time f o r  measurable impact. Similarly the community based 
provontlvo uintonanco program has been s o  recently activated, that  t h e i r  e f f e c t  

Is 
on education ofrsctivenerr cannot be object ively meaaurod. 

depth. F O ~  preventhre u in tenanco , moat e l i g i b l e  schools &re reached v i  t h  -the 
combinat<on e f  tool  k i t s  and t ra in ing  and the tool k i t s  have had s igni f icant  
fmpict. However, the prwentive maintenance t raining has had only a 1Smited 
mult ipl ier  e f f e c t  because of -poor communication within the schools and weak . 
linkages with the colamunitier. The preventive maintenance manuals were not used 
ef  fect ively d u r h g  t ra in ing  and not d i s  t r ibuted  widely af t a r  training. Both the 

Bore effbctive Usr of -ceg: The project investment i n  new &d 
rohabi l i t r ted  school room, textbooks and maintenance tools ,  and t ra in ing  f o r  
t h e i r  use, a r e  nov joined with other Salvadgtan education investments. There 
imere#nt r  vill only y ie ld  t h e i r  fill re tu rn  i f  a y s t e u  fo r  support and 
r u p e m r i o n  o f  teacher. and commitis. tryiw t o  w e  the new resources a r e  
improved. Thir requires policy measures i n  professionalization, t ra in ing  of 
supervisory leve l  p e r s o ~ e l ,  and reform of the administrative system and 
r t ructuro t o  permit higher compensatich f o r  fever but adequate numbers of 
perronnel . 
While the project provided fo r  construction of three regional headquarters t o  



For supervisorr to be effect ive ,  they must be mobile, wnich requires adequate 
f i e ld  expanser, vehicles and maintenance expenreo. The textbook content and 
trainin8 ruffered from i lack of f ie ld  input; decentralized supervisory sydtems 
ohould include adequate provision for feedback. The project provided for an 
automated mmagement information ryrtem; much work remains.to convert hardware, 
roftware and training in to  effect ive rysteme for managing human and material 
rerources effectively , 

St- Pxo-: A private U.S. 
procuremnt firm, RWCO, war contracted to procure a11 rchool furnishinga, 
equipmnt and auppPies. A t  AID'. insirtence, RONCO hired Salvadoranr and 
doveloped and drev heavily on thei r  capabilities for  in-country procurement 
e s ~ ~ c i a l l y ,  thus building procuremonk compe tmca in  the Salvadoran private 
rector, iF not i n  tha Ninir try of Education. . - L 

m a  Univetrity of New ~ e x i c o '  war contracted to provide tha technical advisory 
rervices for  training taachoir i n  textbook use and rchool and comnunfty personnel 
i n  preventive maintenance.' Eventually the contract was amended t o  include 
architectural and enlinearin8 oversight for  the schoolroom construction and 
rehabilitation, as well. - 
A new Salvadoran agency, APRE, wilthin the Ministry of Education, was established 
to  adainirter the proJect. ~u t6or izad  to compensate s ta f f  a t  levels 
rubrtantially higher than tho Ministry of Education, APRE at t racted higher 
calibre staff  from noe on &tail  as  well as-from the private rector. 

h o j o c t  m u q o n n t  and procureunt  vu organitad t o  favor quantity a d  s p e d  of 
project implementation orrr in r t i tu t ion  buildtry in  tb Salvadoran educati on 
oystem. The extent t o  which tha Ministry of Education war cut  out of project 
implementation increarod ar the project advmncad. A W S  axperirnced subs t m t i a l  
aroving pains, but  a r  its capac'ity and that of UNn On the f i o ld  grew, project 
implementation role toward those two en t i t i e r ,  
patticuiarly UIIX, a . APRt war part icularly rucceas~ul in  
bui ld iw 8 capable r dirtribuaion of equipment and . 
supplier t o  the rchoolr. 

Pnutrated by slow and cumborrow Salvadoran conitruction biddin8 procedures, a 
now procedure for relact ion by l o t  m n g  prequallfiod contractors, the price to  - bo doteminod by suparvir iw onginear o s t i u t e r ,  was &valoped by UNU. TIIk 

tar6e ts . . .I) 

- 
UM and collaborated on an impressive, rystem for computerized monitoring of 
conotnretion p r o p s s ,  which r lgnif icmtly  faci l i ta ted  prompt accurate reporting 
and strong mmna8ement overi ight  of cons tructian act iv i  t i e s .  

A t  the same tin, the morala and performance of UNH f i e ld  r t a f f  might have been 
improved by w r e  d e l e e a n y  matters were 
referred to Albuquerque f o r  decision, or by-passed the UNM f i e l d  s ta f f  
completely. UNnsr rubstantial  f ie ld  presence might have been used to improve 

- co~unlca t ions  with USAID/tl Salvador, and thua minimize tension and - 
- mirunbrrtanding between the two inrtitutions. 



c-: 
ub i t i ou r  nrrrieal tarrut. can ba achiavad 

Tha project demonstrated that ' 
&an rufficient priori ty i8 given to  

productton ud rpaed. Lt the price of th l8  rtrateg war a consequent loam of 
f t .  Tho HOE, i f  anything, 10s t implmentation ctrpabili ty 
by a r t ab l i rhun t  of tho spocial hmplementation unit.  APRE absorbed many of the 
W&'r bart  paopla on detai l  and was dartined to  disappear or substantially 
dirband a t  tha and of tha projoct, with i t r  r t a f f  reluctant t o  join or  rejoin the 
M3E becawa they had bocaw accwtrmed t o  rubr tmt ia l ly  higher ralary levelr .  

univerri t ier  perform more effectively . Tha relative succasr of UtU4 i n  
tho rtrengtho of individwlr than from - 

tho i ~ t i  tution. I n  othor inr  tancos , UtU4 axpsriancod considorabla di f  f icul  ty in  
providing r t r o v  managownt for tho heavy operational responsibilitias'arsuned 
und.r i t r  contracct. . - 

I 

Uth* tbm1:e ,w bean meant opportunfq to t a r t  dm r e l i ab i l i t y  .Id 
nutainmbtl iw of c d t y  buod  q r t e u  orynized and equipped under the 
project, wo c-nd tbo @ w i r  on cor rmi ty  imrolvelsnt in  rchool raintomnco. 
Wo wero improrsed b$ tho capability and interes t  i n  the communitier, and believe 
that ca- prow the cost-effectivenerr of ruch a rystem. 

-: Vhila wo do not rocommend continued amphasis on new conrtruction 
for tho HOE, tho GOES should continua t o  raform the constru@tion contractin8 
8yrtem to axpedita procarr and rsduca vulnerability t o  nontechnical 
con8 idkrationr . 

. m v a  m: Tho GOES, with USAID arsistanca, rhould taka furthar 
wasurar t o  conroli&ta and rtrongthon community-bacad prevontSva maintenance 
ry r tou .  Thara moaruros should includa f u r t h ~ r  tool diqtribution, incorporation 
of a practical training component, axtenrion of tho training proarm t o  include 
toacharr a r  wall a r  rchool blroctorr, and many l a r e  c o m i t y  laadors. Tha 
u n r u l r  rhould be intogntod into a l l  typem of training and dir t t ibutad to  a l l  
trainear and t o  tha parent8 rrrociationr. Follow-up capability should ba 
rtronathamd by providiry more parronnol and rorourcar. 

-: Tha COES should taka furthar marurar to  ar tabl i rh  and rupport 
toxtbook use i n  tha ryrtom. Such warurar would include deepor training vi th  
morm torchet input in toxtbook and t ra inins  contant, counseling and ruporvirion 
a t  the taaiorul  laval,  clear cut WE policy ancouraging maximum uro of taxtbooks 
and aliminatfng taachor l ' irbility-for lorb and durgad book8 , and arsuranca of 
textbook rva i l rb i l i t y  i n  tha future. 

Aga i 'r substantial invortwnt alread i n  t h  
shoul 
a A ~ D  

t.c.rt 

-: For futura projacts, A I D  and tho COES should be leery of 
separata projact management unitr unlerr the situation be such that the 
rdvmtaaar theroof ovor the short t a t .  clearly outweigh the long term 
diradGantagar. 



EDUCATION SYSIgl 

I. INTRODUCTION 

A. BACKGROUND 

Boforo wrecked by c i v i l  i t r i f o  r t a r t ing  about 1979, E l  Salvador'r education 
ryrtem war considered among the bat ter  i n  the region. With the onset of 
h o r t i l i t i o r ,  rchool building8 were destroyed or r u i f ~ r a d  deterioration from 
lack of ulntorunco, teachers and adminirtratorr a r  wall a s  rtudentr and their 

f a  flod tho zonor of conflict,  and budgatary rorourceu were directed - tovard tho mil.itary. ahead of 'education. The education budget a8 a percentage 
, of tho national budgot droppod from 21a i n  1978 to  16.8% i n  1 ~ 8 3 ~ .  and dropped 

i n  rea l  t o r u  by 55% ovor that period. 

Pn 1984 tho US Matiorul Bipartiran Comission on Central America noted the 
importance of roborm t o  improve accerr to  and quality of education. 
Conrtrainm identi t iad for  rpocial attention included inadequate physical 
f ac i l i t i e s ,  lack of adaquato toxtr and teacher guider, and training in  the use 
of toxtr and educational materials. 

I n  roopondin6 to  tho Comirrion'r mandate i n  E l  Salvador, A I D  was not plowing 
coq lo to ly  nov around. Proviouly AID had supported a Rural Primry School 
h rgg ru  durina tho yoarr 1979 t o  1984. Alro tho World Bank had un&r way a 
$23.3 million loan for  rchool rooar, t ax t r ,  and curriculum reform. 

Tho proj oct  attomptod t o  addrorr educational accorr and qbl i ty problems 
throughout E l  Salvador v i t h  fear  basic componentr. The f i r r t  component 
includod repair 'and roconrtruc t ion of approximately 2,400 clar  rroomr and 
conrtruction of 400 nov c la r r roou .  Factorr detorminin8 pr io r i ty  among 
rchoolr inc1ud.d th. n u d e r  of nav anrollere to  bo anticipated and rolative 
r t a to  of dirropair a r  dotormined by bareline rurvoy, v i t h  preferencr given t o  
urainrl urban a rms  and 'Pharo 1' a8ricultural reform cooperativor. 
Conrtruction 8.M u j o r  renovation varo t o  be performod by private contractors, 
v i th  minor repair8 arrigned to  tho Ministry of Education's Directorato of 
Conrtruction and kintmanco.  - 
'Zh. rocond component, for  rchool uintorunco, war t o  d i rect ly  imrolvo tho 
rchoolr, their  toachorr and diroctorr ,  thoir  rtudentr and thei r  parents, and 
thoir  c o n i t i e r  i n  8onorr1, i n  assuming rosponribility for  provmtivo 
uintananco of thr  rchoolr . Supporting rrctivi t ior  included trainin8 for 
ruporvirorr, toachorr and covuni ty  leaderr, accompanied by manualr on how to 
perform such u in tenmce ,  and k i t8  of basic manual tools t o  be provided to  
each school. 

such decline has continued to a current love1 of 13%. 



The th i rd  component provided fo r  purchase of school furniture,  equipment, and 
suppliqs, includin8 sclrool doaka f o r  152,000 students and 3,800 teachers, 
along with blackboards, szorage cabinets,  e t c . ,  even such basic supplies a s  
chalk, penci ls ,  and notebooks. F i r s t  pr ior i ty  went t o  schools constructed or 
renovated under the project ,  v i t h  additional equipment suff ic ient  fo r  
approximately 1,000 other clessroome. The tot81 represented nearly 30t of 
t o t a l  primary school clasarooms. 

A r  o r ig i ru l ly  contemplated, the fourth component, for  textbooks, including 
print ing a s  well RS dissemination of a new seriora of textbooks and-teaching 
guides f o r  primary rchools developed with World Bank support under tho 
National School Book Program (PIANALIBRE). Tho project component a lso  
included in-sorvdco training fo r  15,000 teachers i n  ure of the now texts .  
U l t i m a t o l y , ~ p ~ b l l c a t i o n  of a l l  necestrery books having been covored within tlie 
World Bank financed ptojoct ,  t h i s  componenewar changed t o  mah thvfunds 
previously programmed f o r  publication ava i l abh  for  . training of teachers in  
tho uro of the books. 

Identif ied ar a f i f t h  component: i n  project documentation was provision for  
project  administration and management. h i s  contemplated establishment of a 
rpecial  management unit aresponsible f o r  the managemant a d  coordination of 
project  a c t i v i t i e ~ . ~  Further tlescription of the i n i t i a l  concept of t h i s  unit 
md it. rubsequent evolution during the course of tho project is detailed 
infr. at Section V. 

In July 1987, tho interim project  evaluation reported a c lass ic  care of 
Murphy's t.v at  work. Vir tual ly anything that  could havo aono wrong had gone 

- wrong durins the first  two years of the project. The only oxception, md the 
one component ovon close t o  schedule, was tho equipment procurement handled 
d i rec t ly  by A I D  through a U.S. purcharing ~ ~ e r v f c e s  agent named RONCO. - 
Othonsiso, i n  tho area of schoolroom construct im, bids had been 1.et and then 
recalled, tho contractor initim)ly rotainob fo r  baseline rtudior had fa i led  to 
parform, tho contract  then cancolSod. Subsequently mother  contractor had t o  
be dirchalcgod f o r  f a i lu ro  of porfomanco. 'Ihe hplemnta t ion  u n i t  had been 
ortablirhod, but, fo r  var ie ty  of roarow includiw lack of ro lo  dofinition 
and lack o f  s t a f f ,  had not been r i w i f i c a n t l y  offactive i n  the implementation 
of tha proJoct. 

L 

kow principal  rocomond.tiotu of tho evaluation wore: 

1) Roduco.tho number of classroomr f o r  reconstruction t o  a figuro .or0 
r e a l i r t i c a l l y  teasiblo-within the project implemntation period. 

2) Re-oxmino tho ro les  of regional of f ices  rolativo to  tho cou!munitfes in  
devising a more r e a l i s t i c  plan for  inst i tut ional izing school maintenance. 

3) Prepare r management plan for  the special aanagementynit addressing 



requirements of technical components and provide needed additional s t a f f ,  
including a procedural expeditor. 

4 )  Amend the project agreement to al locate PUB0 counterpart contributions to 
speci f ic  project a c t i v i t i e r ,  much allocation t o  r e f l e c t  comparrtive 
advantage of such funds re la t ive  t o  grant funds f o r  certain user. 

5) APRE, SETEPE and USAID t o  revise the project ac t ion  plan format to: 
a) integrate the f ive component planr i n t o  o m  documont, 
b) tie di~bureemento to  detai led component action P ~ M ,  and - 
C) ea tabl i rh  a more agi le  action plan amendment prcacodura. 

6) Provide Jo in t  t r a in inb  programs t o  APM, 1108 and SETeFE toward 
collaborativo improvement of project adminiatration including conitruction 
contracting and procureaent, plannitu, budgotinl;, reporting, etc ,  

7) h o t h e r  fo r to r  collaborativo implemontation and deepen institution-buildin8 , 

impact thtough semiannuaP vorkshops f o r  implementing agencies t o  address 
jo in t ly  project implementation problems, 

8) Require A I D  contractors  t o  provide technical a r r i s tance  mdln-senr ice  
t raining t o  a p p r ~ p r i a t e  personnel of Salvadoran implementing agencies. 

9) Integrate  the planned management information ryrtem with tho exir t ing HOE 
information base and include data  capture and preliminary procerring a t  the  
rogiorul and rub-re8io-1 level .  

10) Accelerate dia t r ibut ion  of rchnol furniture,  equipment and rupplior t o  
oxi r t ing  schools according t o  p r io r f t i e r  t o  be dotorminod vithout avaiting 
completion of proJact funded rchoolrooll c s ~ t r u c t i o n .  

Tho conclusionr and rocoaaendations of tho interim evaluation voro directod 
primarily a t  project  marugemont since tho action componentr of tho project had - 
not progressed r u f f i c i e n t l y  t o  provide a ba+is f o r  many obrorvationr .thereon. 



XI. CONSTRUCTION AND HAINTENANCE OF SCHOOLS 

A. UCTION. R E C O N S ~ C T I O N  AND _REPAIR 

rv of Fin- and Con- 

After the extremely .low s t a r t  reported i n  the interlm evaluation, the 
construction/reconstruction/rep~ir elementr of the project concluded with a 
f a s t  f i n i r h ,  substant ial ly achieving o r  exceeding project t s rge t r  i n  a l l  
signLf i can t  aspects within project budget and before project completion date. 
Foue hundred new echoolrooas were conrtructed and 2418 repaired 0:: 
raconotructed. Because of the way the j o b  wee done, however, there was not 
much inrti tution/systam building development impact on the HOE, or even RPRE, 
i n  management of construction. . . 
Reoponribility fo r  'management of tho conr tmct ion  component was contracted to 
tho University of New Hexico (3IW) which proceeded t o  show what an able 
re t i red  AID eryineer with 18 able Salvadoran engineare could'do. Due c red i t  
wst 8180 be given t o  the many Salvadoran f t m r  who performed sa t i s fac tor i ly  
i n  carrying out the construction. - 
A s igni f icant  innovation dram by the UNU engineer from experience ~lsawhere 
broke a subs tant ia l  logjam by speeding up and cleaning up the Salvadoran 
contract bidding system. The nev *sorteon ayrtem relected among preqwl i f ied  
firms by l o t  a t  a bid price determined by the sngineergs estimate. While 
varying s igni f icent ly  from the competitive low b i d  among p r e q u l i f i e d  firms 
o r d i ~ r i l y  used f o r  AXD contracts, the sorteo system provod to  br a 
substant ial  improvement over the Salvadoran system of negotiating price with 
the firm selected 4s having the "best tcchnfcal proposaEw. 

The W ' s  ro le  did not extend to a l l  aspects of construction contracting, 
- however, and COES partieiyation in  c ~ n t r c c t ~ a n d  payment approvals tended t o  

consume inordinate amounts of time. The UOE generally performed adequately on 
p r o q u l i f  ication-of contractors. In tha t  area,  however, a s  i n  other aspects 
of contracting, including biddin8 on PUl lO counterpart financed construction 
( in  which UEan tras not involved), the HOE was still subject t o  interventlon for 
p o l i t i c r l  and other non-sechnical considerations. 

Tire basic design concept of component 1 was the construction of 400 claserooas 
and the reconstructicn of another 2,400, t o  address the space requiremmts of 
f i r s t  through s ix th  grades, v i th  pr ior i ty  for  ru ra l  areas. Construction was 
t o  be contracted by private construction firms with supervision by private - 
sn8inesring firms. Apart from that ,  program management was t o  be the 
rcesponribblity of thu DCEI with coordination by APRE. 



This design concept followed a construction plan elaborated by ihe HOE and 
approved by A I D .  B u t ,  as reported i n  the interim evaluation, due to  lack of 
organization, the October 1986 earthquaki and other complicatione deriving 
from the complexity of the project i t s e l f ,  r~erious hitches developed. The 
construction component began to  take be t to r  form when APRE took the i n i t i a t i v e  
i n  April 1986, a year a f t e r  tho project begm, t o  attack in  more d i rec t  md 
technical form the preliminary problem of qualifying firms, invi t in8  bids and 
relocting- contractors. Problemr developed i n  the contracting procear , however, 
i n  relect ion and qualification, ar well  a r  i n  the selection of the rupervirory 
f i r u .  To s t r e u l i n o  tho p rogru  and resolpa the problemr encountered i n  the 
f i r s t  two yearr ,  i t  war decided t o  contract  a s ingle rupervisory f i r r  t o  take 
char&o'of program implementation, Thir rod t o  the decision t o  contract tho 
UnSvorrity of Nev Mexico. . . 
Tho URM ongineoring team ori8irul ly included a chief supervisory enginoer md 
four other construction specta l i r t s  who i n  turn headed a team o f 3 4  
technickmu t o  determine tho construction r i t e s ,  figure costs  and r t ructuro 
program follow-up. Subsequently, for  actual execution of construction, the 
WNM engineering team was made up of 18 ruponrisory engineers, 4 analysts and 9 
design archi tec ts .  

Tho UM( onginslaring team took on a project  tvo years a f t e r  i t s  inception, with 
whose antecedener they were unfamiliar, caught be tween pressures f tom the HOE 
on one hand and A I D  on ch8 other. I t  war t o  be expected tha t ,  aven under the 
boat o f  conditionr, project implementation war going t o  suffer  from various 
hereditary defects which might appear a t  any time durin8 its execution. Aside 
from t h i r ,  UN)( began  operation^ depending on information from APRE u n t i l  such 
tin a r  i t  could operate independently and take technical control of tho 
p rogru ,  Thero d i f f i c u l t i e r  were aggravated t o  some degree by the a&grersive 
and authori tar ian r ty lo  of thm UM( ongineoring t.o.ly, which gained fov 
iympathizerr within tho HOE, A I D  and UNN'r Albuquerque home off ice.  - . . 

compon&t 1 of the p r o g r u ,  as original ly designed, s p e d  f i ea l ly  contemplated 
' 

a broader part icipat ion by the Construction and Maintenance Division ('DCMmj. 
To porfom ruch m active role,  the DCH war t o  receive vehicles,  toolr. .siid 
funds f o r  loca l  purchase of necessary rupplier.  We found no evidence tha t  the 
DCM war involvod t o  the broad axtont or ig ina l ly  contemplated. ,.lnitead the 
t radi t ional  technical and operative capacity of the Diviriyvwas relegated to  
a secondary s t a tus  i n  support of the operational roles of'APRE and UM(. ..' 

(1) Sub Prolect Plam- Design . .* 
e" 

Vo found complete lack of invo1vyen~"of school personnel during design of the 
construction sub-projects. /I. 

/."' 
./ 

C~assroorns were constru.s-<id or repaired which today have neither teachers nor 
furniture and which .%re now being used as  storerooms. We found one school in - * 



which new three claosroomr were being ured for  hiah school student8 end not 
fo r  elementary arader. 

With respect to tho firul decision on the ro r t  of work to be carried out, it 
would have bean .or@ ratirfactory had it been concrived in  a more u t i l i t a r i an  
senro as  opposed to ominently tochnical, keeping i n  mind that the people who 
daily attend tho rchool roa or ruffer tho consequencer of the problemr. A@ m 
oxampla, on0 could point out that a door without a lock c m  rerul t  i n  more 
phyrical and oconomic burp than a locked clarrroom exposed to  weather. 

Tho lack of poriwtor wallr (tho conrtruction of which reemr to have beon 
viowod a8 a luxury) ha# bran tho cauro fo r  greatort  complaint. 901 of tho 
achoolr h ib  noithor vol l r  nor porimoter foncar. Although va l l r  and fencer - wero not included i n  tho project, tho high incidonco of vmdaliam, thef t  and - - other intruaiom for impropar u r t  of tho tacilit iom u k o  th i r  ro r t  of 
conrtruction, though costly, an invartment $0 ba conridered for  future 
proaramr . . . .. . . . I 

, . .  

In 90t of tho adtoola repuirito importance war not ~ i v e n  to water supply 
ayrtemr. Piper voro corroded and obrolota. No offor t  was made to provide 
subrurface wator by va l l r ,  oven tho manual rort,-conrtruction of which could 
have peen undertaken by the community. There arm u n y  much welle i n  the 
vi l lager theaselver. ! 

We noted with concern tho frequent elimination of recreation space owing to  
the conatruction of now clarrromr.  With faw oxcoptionr adsquato rocreation 
apace war lacking. In  u n y  rchoolr, not ovon tho moat minimal rocreatlonal 
conditionr oxirtod: 8Oe af  tho f ields a re  rough around and 90t havo no 
rocreatlonal oquipmont whatnoover. ~ l t hough  prwi r ion  of recreation rpaca and 
equipment war not includod in  tho proj?ct, it is of importance t o  the design 
and function of the school ar  a whole. 

The arbitrary 20,000 colones per room and 50,000'coloner per rchool ceiling8 
on reconstruction caused rubrtantial resentment in rc4001r and conauiii t i e r  
whose noedr voro mch i n  axcoss of thoso .sountr While tho ceiliqgr wore 
ju r t i f i ab la  undrr a policy to  rproad project impact nation wida, they wera not 
adequately oxplainod io' tho participating coarunitior . 

The f irr  t and .or t iqportant .a top i n  r t r e . a l i n iw  tho probran' a construction 
component war t o  changa the rlw and othorvire prohPoaoetccP coeersct ward 
syrtom t o  a lot tory ryrtom. To th i r  and, four eatoaoriau of caneractor (A,B,C ' 
mnd D) veto o.cablirhad, qualifiad i n  accord v i t h  tha i r  work capacity, 
oconomic rolvoncy, conrtruction oxporienca, wchanized equipment, etc.  Once 
qualified, tho '~ompmior prorentad thomrslvor f a r  tho Sottary drawings. This 
lo t tory  ryrtom war readily accepted by tho contractors. More d i f f i cu l t  was 
its acceptanco by the COBS, particularly tho cubit  off ice,  the Corte de 
Cuentar. After: two months md nuaerour go-rounds, the procedure was accepted 
and tho lot tery boaan with tho f i r r t  packeta covering 40 nBw cPassroo~~s and 
270 clarsroomr to bo reconrtwcted and/or repalred. 



Tie number of clarrroomr making up the packets varied brtween 35 and 70. The 
duration of the contracts war programmed for 90 days to complete repair and 
reconrtruction work and 120 day8 for clararoom conrtruction. 

The bare coat for clesarooa conrtruction war 50,000 coloner per clasrroon, 
The rum of 20,000 colonor per vchool war fixed for  meeting the uoalr of 
reconrtruction and repair, .The per clarrroom construction coat war ori8incrlly 
romwhat hi*, but, rubrequently, the a f fec t r  of a 258 per year inf1otio.n 
raducod the affective u r g i n  t o  the contractor, thur balancing-the coat. 

Thero cor t r  rater to tho cor t r  proper fo r  construction and reconseruction of 
the clarrroau themrelvor, excepting thore contemplated i n  Section 5.22 of the 
Project Apomont, referrin8 t o  exterior vork ta be paLd from PL-480 funda. 
Bwauro tho fun& 0ril;inrted from d i f h r e n t  accountr, the contractoorg 
a r t i u t e  ryrtem war corplicated, but once payment war ordered, the computers 
than procarrod them readily enough. 

Another.complication which had to  be faced in  estimating costr.and executing 
the work var the need to differentiate the ineligible costs of improveaentr 
and reconrtruction for schoolr uhich had kindergarten-and grades seven-nine 
clasrroomr~. The projector exclurion of ruch clarrroomr posed rpecial problems 
when there clarrrooar vore located i n  the same buildingr as the one-rix 
clarrroomr which vote included. ?ollowin8 extended negotiation between HOE, 
UNN and AID,  th i r  problem war f inal ly  resolved by compensation. Some 
contractorr vere 8enerour enoufi t o  contribute without additional coat thei r  
work on araar of the rchool excluded from the contract. 

The o r t i u t e  procors war acceptable bocaure the ertimater vero adjusted t o  
take in to  account the dirtancar and degree8 .of diff iculty involve4 i n  go iw  
from San Salvador to the work tonor (road c o n d i t i o ~ ,  vater crorrfngr, e tc . ) .  
Final valuer fluctuated betveen 398 t o  468 above bare ca r t ,  includin6 a 158 
minimum for  u t i l i t y  cortr ,  101 for adainir trat ion,  9 a ' -  168 for u t e r i 8 1  and - 
equipment tranrportation cor t r  and 58 fo r  contingencies. . 

The E l  Salvador Arrociation of Conrtruction F imr  ( C A S U )  took an active 
par t  in tho modifications 6f tho bidding ryrtem and collaborctoci with the UN)( 
i n  i t r  approval, thus openin8 the vay fo r  i t r  arsociater t o  80 ahead with vork 
vhich had been nearly paralyzed. 

A 88ti8factory payment ryrtem var a l ro  ertablirhed. Advancer t o  the 
contr.actorr vere not allowed, but m i n i t i a l  payment equivalent t o  208 of the 
packat'r to ta l  war peid out for  s tar t -up cor t r .  A ryrtem of penalties for  
delay8 and premiwr for t i w l y  complation war created. The premium conristed 
of proferred r tatur  in another conrtruction packet lottery. 

The antiquatod oxistin8 system of auditin8 and control did cause substantial 
d d a y r ,  hwevor. APRE would approve the ortimator provided by UNH, which in  
turned handed them on to A I D  for authorization. Oncb returned to  APRE, they 



ware then rubmistod to  tho Corto & Cuontar and from thora to SETEFE, then 
raturned t o  tho Carte, and oo on, rorpoctivoly. A u t t o r  of a fow aontr 
at t r ibutable t o  sounding of lona bacinrlr could ;low tho entiro payment 
procore. On r o w  occarionr SETEFEbr rojoction of ortimator for ovsrrger of 
t h i r  mort &layad paymontr by mnthr,  f ru r t ra t ing  tho contrrctorr,  UNli and 
AID. , n o r @  nickel-and-dim conaldarationr rerul ted  in  loaner of time coating 
thowanclr of do l l a r r .  

Our intoovSovr wfth contractorr and roaponriblo o f f i c i a l r  i n  San Salvador - 
'indbcatrb that: the delayr i n  account payrrntr of up to  two monthr jur t i f iod  
contractor work rurponrion md consequent f a i l u ro  t o  m o t  construction 
deadlinen . . . 

(4) 4 . . 
T h o r ~  ware contractoor who failed to  complota contracted work and obligationr, 
but ;lartouutsly f o r  tho projoct, thoro vora r a r e  oxcfiptioru and did not 
r u b r t m t i d l y  hinder tho pro8ru.  

Our r i t e  v i r i t a  found nuarrow oxampler of lack of thorough and continuour 
rugorvirion, with contractorr l o f t  fro. t o  oporato without rufficiont prerenco 
s f  tho ruporviring authoritior.  Tho formal dolivory of t)l. work war 
rubatantially delayed on variow occarionr. Thir r i tuat ion l a  not rurpriring, 
howevor, ~ lvof r  ehs magnitude of tho p r o 8 r u  with respect to  tha numbor of 
clarsrooms construc6rd o r  repairad, and the w i d .  ranging locatlono of-tho job 
r i t e a  within tho national territory. 

In tonaoat, while construction rugorvirion ruffored from some ruch drfoctr ,  
they were of ouch naturo a r  t o  be pardonable conridorin& tho d i ~ n r i o n  of thr  
pusjoct and i t r  rhort  oxocution tin. Wora l l  UM)( and i t r  group oporatod 
conaciontiourly and well ra t i r f i ed  roarolublo oxpoctationr. 

k t  tho following obaorvatioru, tk ompharizo t ha t  they a re  drawn from v i ~ u a l  
inrpoc'tion of tho currant r ta to  of cordtructton r i t o r  a t  tho mownt a f  
obrotvation. Tho obrorvationa below rof loct  comparison with tho r t r i c t  
rpocification r tmdarda follovod by tho IBRD and AID Wl i anco  for ?roarrrrg 
program. Thoro war a dolibaratr policy &cir ion  t o  apply l o r r  r t r i e t  

- 
rpecificationr t o  t h i r  proarm. Tho factorr  of timing and d i f f i cu l t  oporatina 
conditioru inflwnco'd tho contract rpoclficationo am wll a r  tho ruporvirion. 
Alro tho rprc i f ica t ioru  undorrtandably variod accordin6 t o  tho nature and 
amount of tho imrertmont. - - 

m. Althoua  foundatlono m r o  not uncovered for  an examin+tion of 
thol t  phyrical condition, tho gonoral abrenco of craclu i n  the wallr and 
rupport iw colurnr indicated thoro wore no i r r o p l a r i t i o a  and allowed tho 
inferonco t ha t  tho f o u n d a t i o ~  woro recure. 

YJ111. Tho f i n i r h  on r o w  101 was found t o  bo rough, with the remining 901 
found t o  have acceptable finirh. 

8 



Thoro arm of l u i n a t o d  u t a l ,  of vhich 20a worq of l o r r  than r a l i d  
c o ~ t r u c t i o n ,  but &onorally rccoptablo. The lackr wore dofoativo i n  rona 808 
af tho doorr, primarily bocruro of r o u ~ h  urrgo rinco ino ta l l a thn .  Such rouah 
wa#,a rhsuld be taken into conmidoration i n  futuro conrttuction, Doorn wore 
found t o  haw only one coat of mtfi-corrosivo paint. Doficioncior woro found 
i n  rrau 608. Anti-corroriv~ f i n i r h  i r  particularly important fo r  tho coaotrl 
sonar, gi,von tho high lev01 of airborne r a l t  and humidity tharo. - 

Tho conrtruction of wood panollod partition8 o r  foldin& 
daarr botwom ramr l o f t  much t o  ba dorirod owing to  thoir variod dorignm and 
thoir  aonstruction dofoctr . The quali ty of tho wood, tho angler, whqolr, 
@&a, etc., w s r  variablo and ofton doticiont. Soma of thoro Qoorr wore 
unhiqod, rtorod o r  urolorr. Yhoro ruch fai lure had 1oi  t o  ramoval, tho lack 
ef tho wall tarultod i n  nairas from o m  room intorforln8-vitb ac t iv i t io r  i m  
the other. 

:, ,, ', 

-I. Thoro aro vi& and of adequate heidre. Wo found lack of uniformity 
i n  tho quality of rcromina wed ,  vhich rhould havo boon Wyclono~ rcrom. 
For thr  price paid, howovor, tho r c r e e n i n ~  c m  bo conriderod accaptablo, 

m, (kin# to uro, romo dofectr i n  lovolin& and some skir t ing damage war 
found, but tho quality and workmanrhip vero adaquato. 

w. Both the covering and ridgo coping aca of arbortor comont (Duralite) 
but ara nomtholorr wall conmtructod. Currant policior recowon$ tho uro of 
fibor-cownt, which rhould be taken in to  account i n  futuro projoctr. 

uct.lltc_dttuc. more a r e  wall &signed, but with a doficiont motallic 
paint,  inrpptopriate fo r  uro i n  coar ta l  zonor. Tho uro of voodan b o w  would 
have boon advisable i n  coar t a l  zonor orpocially . 
-. 908 adequate i n  the i r  installation. 108 provod deficient i n  - . the coartalZono bocauro r u r t  attackod tha contactr, bo it i n  tho w i t c h  or 
tho outlot. 908 of tho bulbr voro burnod out or misr1.r~. 

-. lhir war 100) adaquato. O i l  based paint var urod on tho 
l w o r  part  00 tho va l l r  and v r to r  bared on tho upper. . 

of . V I B ~ ~  war carriod out durin6 
rchool hourr , roang tho contractorr . toachorr 
and rtudontr. In  thei r  hart0 t o  f inirh,  rollw contractorr rhowed l i t t l o  -- 
conridoration. l o r  onupla ,  playgrounds wore urod for cownt m i x i q  platforms 
and not cloanod a f to r  conrtruction war comploto. Torcherr complainad that  
r o w  contractorr used rchool furniture ar  rcaffolding. . 

w, Deficiencies existed i n  the municipal rupply systems and construction 
i ~ d o q u a c i o r  in  the oxirt ing ryrtomr, problomr to  vhich special at tention 



rhould bo paid i n  the futuro. The new systemu connected to  tho old arm 
suffer ing the conroquoncor. 

-, Wall constructod. A l l  rhowed romo drr ign defectr ,  much a r  tho 
absoncr of l i d s ,  which can bo corrected i n  tho future.  Ovorrll,  vent i la t ion  
could have boon be t tor  designed, i n  rome caner by inclusion of windowrl o r  
vont i la t ion tubing. Tho f i l t r a t i o n  of e f f luen t  i n  tho rep t ic  tank is t:o bo 
checked i n  the future,  Wo found on0 uchool i n  vhich tho t o i l r t  f ac i l f . t i r s  had 
born clorsd of(f.becausa they were badly locatod on low 8round lackin8 
draf ruge . 
vdrrinri. Fi f ty  per cent of the concrete conduit8 were def ic ien t ;  they 

, - 
fiad aradlentr  inadequate t o  nerve t h e i r  purpose. 

709 of tho rchools v i s i t o d  Irad not rocoivod an 
incinorator.  For thoae vhich had them, 30a of  tho f i r e  acreom have not  boon 
ins t a l l ed  o r  have boon r tolen.  

-. In  90t of the schoolr,  tho water and acryl ic  basrd paints  
wore adequate. I n  101 dr fec t r  occasioned by use or  defective construction were 
apparent. - 

A t  tho time of the evaluation, i n  September 1989, the construction program was 
prac t ica l ly  over and tho f i n a l  payout t o  contractors i n  process, t o  be 
oxtonded f o r  on0 month a f t e r  Soptembor 30, 1989, tho project's or ig ina l  
tormination data. Project reportr ,  a r  v e r i f i e d  by our spot chocks, indicatrd 
tha t  400 clarsrooms on 97 s i t a r  were constructed, and 2,418  classroom^ on 307 
s i t o s  were reconstructed o r  repairod, f o r  t o t a l  of 2,818 classrocsms on 404 
r i t e s  bene f i t in8  Prom conrtructlon, reconstruction and repairs.  

1. The s e t t i n g  of p r i o r i t i e s  f o r  work t o  bo 'done i n  the schools i n  many cases 
d id  not conform t o  tho schoolr' necess i t ies ,  and would have benefi t ted from 
mom rchool mnd couun i ty  involvomont i n  tho decision making. 

2. Now clasrrooms without teachers s u w e s t  inadequate planning s tudies  and/or 
r lack af .adequats  comunication and coordi'nation betweem APRE and MOE.1. 

'3. Although -construction supervision wao adequate, especially i n  view sf tho 
d i f f i c u l t  cocnditiona, the coverage could h w o  beon nore offsct ive.  

3 .  - 
.- 

a *  Prrnninr 

1. Construction work should be prograrinned as much as possible during the 
which school is  not i n  session. During t h i s  period, school o r  
a c t i v i t y  should be l imited t o  permit the contractor t o  carry out the 
any.event,  e f fec t ive  coordination between the school administration 

months i n  
comnuni t y  
work. I n  



and the contractor ahould be instituted so as to minimize the intorferencr of 
the corutruation with the actsdemic program. - 
2 ,  Because of tha problematical nature of tho water rupp2.y rystms for tho 
prjoriey of tha schools viloited,, we recommend that future projects i nc lub  
inves t l~a t ion  of the p o o r i b i l i ~ y  of conrtructing va l l s ,  be they pump operated 
( h a p  vel l r )  o r  manually operated (vellr  to  a depth of 33 fea t ) ,  'The cost of 
t h i r  i r  not high and the conmun~ity i toel f  can carry out  the work. There aro 
inhhbitmt-built  v i l l r  i n  many' of the comunit&ea v i r i t ed .  

3 Appropriata mearurer should be taken to addrerr ;he shortage of land for 
school aorutruction, Qna ruch mearure would be to  improve the legislation and 
procodurer for  public takin8 of land for  achool eonrtruction. 

. . 4. Puture program should iapleasnt construction only a f t e r  thorou& rtudy 
of aecersitior and prioleitier,  which study could commence iarediataly. 

5. Tho locn, ODEPoR ( Office of Planning and Re&ionrl Organization) and 
. other. v i th  thei r  technical and construetion olemmtr rhould become involved 

in  th is  e f for t ,  offerin6 the i r  experience and investigative capacity. - 
6,  Included i n  such study ahould be tho problems of the rchools constructed 
bjr othorr ( c o ~ u n f t i a r ,  vomen'r Broups, farm ovnerr, the reform sector, otc.) 
includfng rontad f a c i l i t i a r ,  which haw rocoived no conrtruction asaistanco 
whatsoever brga th i s  and other programs. 

7. .Arbitrary, acrorr the Board per rchool ceilingr on construction/ 
roconstarction investment rhould not be favored, given tha t  the necessitiaa of 
each rchool are differant .  

8. Corrsideration rhould be ~ i v e n  to  more local involvement i n  the planning 
of school conrtruction projects,  to include a l i s t i n g  of necessitier and 
pr ior i t ies  prior to  desiyls. - 

b* l M u m u u D  

1. Conrideration rhould be given to  the practical i ty of the folding wooden 
par t i t iom rince they reea susceptible to  defective c o ~ t r u c t i o n  and exceaaive 
cost, and are a I O U ~ C O  o f  potential inconvenience t o  teachers and rrudentr 
when the part i t ions f a i l .  

2. Conrideration ahould be given to  the provirion of remielevated vater tanka 
of roma two cubi=wter r ,  with cisterru for rain water, for the gathering of 
vater for hyaienic s awice r ,  and of other tanks fo r  senoral cleaning rarvices 
and for food preparation, thus eliminating tho need fo r  transport of vater by 
students. - 

1. Construction supervision should be effected v i t h  greater care and 
attention to de ta i l  t o  enforce compliance with rpocificationa. - 



2. Canridoration rhould be givon t o  &rignation of raridont ruporvirorr who 
cwer  a given area, yrovidity in th i r  manner a greater fle,xibility, batter 
k n o w h ~  of the area and i t r  probleu, b r a  obrorvation tiu and more 
imediato rerponre to problemr pored by the contractorr, rchool occupant8 or 
nbighborr . 

1. Xore empharir rhould bo placed on rapid payaunt of o r t iu to r .  ' 8wh 
empharir rhould include doviring a more risple and offoctive mechanirm, 
e l i m i r u t i ~  t iu  conrumi~ rtepr of u r s i r u l  u t i l i ty .  

a. - 
1, Ilndinr. . . . . 

The project dorign poritod that one r imif fcant  w a r  of rertoring the 
"offectivenerr and accerribility of primary education rervicer in 81 Salvadorg 
would be improvod corroctive maintenance. 

The Project Agreement provided that: 
- 

" i . School repairs, which normally are the Hinirtry ' r responr ib i l i ty  , would 
bo undertaken by the Divirion of Conrtruction and hinterunce of tho HOB. 

"ii. The Projoct w i l l  improve tha~ capacity of the Divirion of )I.intatunce 
of tho llOE to  attend to them repairr and uintetunco necearitier. 

'lii, Under the Project, tha Divirion of )(.intomnce of tho WE w i l l  
roceivo vehiclar , tools and repair u t e r i a l r  . . .  - .Cooparation and coordination with the IDQ( rhall  bo ortablirhod on the barir  
of the URB-DQ( pact, which rota ~ i d o l i n e r  for technical arrirtance, 
u t e r i a l r ,  otc., givm that APRE i r  chargod with rorponribility and may not 
trarufer vehicler, materialr, ate. td  tho DQI. " . 

- 
Thw tbo DQI war ckrignatod t o  play an important part in  tho repair of rchoolr 
to  tho oxtent that tho Project provided t o . i t  tho rpocifiod rerourcer. 

The ratiorulo for improvity the capacity of the DCU war that by doing 80, 
indefinite and prolorued L i n t o ~ n c e  could thur be guaranteed an8 vould 80 
much further than tho temporary warurer offected by APRIL, givon that the DCI(, 
a lonp tand iq  entity, offered character i r  t i c r  of porpe tuity (which would 
exist  80 long a8 tho WE exirted) and would*requiro only resource allocation .- 
for its offectivrnerr. 

UNl4 war contracted to work with APRE in  the execution of the Program of 
Corrective and Preventive Maintenance. However, maximum advantage.wa8 to be 



taken of tho bCnor tachnical potential  i n  deaign, conrtruction and 
auperviaion, i n  tho roloction, qualification and contracting of the f i rna 
which would u k o  up tho ro-crllod wnicrobwin6arer,a a8 well  a8 i n  tho 
elaboration of tho corrorponding budpta and aareementr. 

Tho role played by tha amicrobuoinesrerw within the maintensnce program must 
bo impharizod. Thooe woro group8 formed by memberr of tha community who joined 
together t o  undertako r u l l  repair corutruction projoctr a t  low coat ,  to  a 
u x i u  of 2,600 colonor par  clarrroom. There microburinearer undertootc' - 
corroctivo repai r r  of  approximately 1,200 clararoomr In  romo 300 rchoolr, for  
a rum of approximatoly two million colonea apportioned by APRE. Taking into 
account tho coat of vohlclor,  mechanical equipment and purchare of material, 
tho rum of the Lnvertmn6 i n  t h i r  aub-component war approxfmately revan 
million colonor. . -  
Vithin tho microbwinarr program developod by APRE, tho bCn ccrntributed by 
aolecting tho rchoolr t o  bo. rowed, urd olaborated tho rapai  r projectr  
( d o r i p ,  corutruction rpocificatioru, budgets, .ate. ) and job auperviaion. 

Tho uISn haa rocognizod tha t  the role played by the DC# i n  thim aspect war 
invaluable., rinco tha UlM'r technical capacity f o r  t h i r  component war very 
limited. It  a l so  r e c o ~ ~ n i z e d  that APRe asphasized tho greront ive  maintenance 
component, which unequivocally had the greatert  a t tent ion  i n  tho overall  
mcrinterunco program. In  rp i to  of not being ablo t o  count on i t r  own financial 
roaourcer, and not havirq command authority, the DCn turned out t a b e  an 

.element of fundamental rupport vi thin the program, bringin8 t o  tha program the 
DQl'r v a l u b l a  oxporlonco. Tho DQ4 oarnod rocognition f o r  having f u l f i l l e d  its 
dutior . 

Althoufi the idoar r a t  down iri tho agreement did not come t o  para i n  practice 
a r u a a  emririonod, tho bCn played m important ro le  i n  tho development of . 
corroctivo u in tenanca  . 
Tho DO( plrcad a t  tho d i rpor i t ion  of the component Or coordltutor (a UNH 
roprosmtatlva) SO o r  m r o  persons, a 8roup u d a  up of a rch i t ec t r ,  onaineers, 
topographorr , martor craftrmen, carpenterr, u a o n r  , a loc t r i c i a ru  , wolderr, 
otc. ,  t o  bo trained i n  tho techniquer of tho correct ivr  u h t e n a n c o  ryatem. 

Althoufi i n  u n y  aroar  corrective uinterunce war confuaed with prevenJtive 
uinterunco, p a r t l y  bocauro tho UNX adviror war the rllu parron, thera were 
difforoncea i n  I o n ,  t ra in ing  procedure, rophlrtication of equipment and in  
tho typo of porronnol a t  uhom th i r  training war directed. 

In thr f i r r t  place, tha oducrtion level of thm perronnel trained-and the type 
of training providod r h ~ u l d  bo omphaaized. For corroctive mainterunco the 
more experienced and r k i l l e d  perronnel had to  teach loao ak i l l ed  personnel in 
conatnation procedurer, the uae of electronic equipment, soldering, 
carpentry, maaonry, a t c .  But i n i t i a l l y  the ateacheraw themselvea lacked 
experience i n  teachin8, and many of them were not f u a i l i a r  with the management 



of some of the equipment provided such as to be able to train in its use. The 
.preventive mainterunce program on the other hand, typically comnund in 
character, trained members of. the cornunity and parents associitiona how to 
use the tools for preventive maintenance so that they could carry out minor 
tasks in the school and community. 

Training in correctlve maintenmce was ~iven strong rupport by the' regional 
branches of the DM, which offered to the UM repreoentative their workshops, 
offices, offica personnu1 and time to carry out thair comitments. The 
training procbrr var principally carriad out by the regional offices and 
subsequently carried on in tha coaaurities. 

APRE, which assumed control of vehicular iquipment, offered help subject td 
limitations of it8 o m  nee&. This created r o n  logistic problem when m 
entire block of trained personnel had to be mobilized to reach the work zones. 

nee& were understan&blo, but it vould have been better for UNl4 to 
count on itr own mobility. 

APRe also financed direct coats of corrective maintenance through payment of 
personnel, fuel m d  other costs. \ - 
APRE complied indirectly in the handling of minor repairs, m area previously 
in the hands sf the DM, giving the DCN a secondary role with consequek 
wounded sensibilities. However, although the construction capacity of the DCH 
did not improve, itr technical capacity in new fields did improve, 
particularly with an eye toward a r u t i o ~ l  training plan. 

Likewise, it rhould be noted with respect to APREgs contribution, that four 
modalities for corrective maintenance repair work were put into practice: 
APRE-community, APRe-bCn, DQ(-comunity and microbusinesser, 

2 .  G,uwl&M - 
a. 'The p r o p m  certainly extended it. benefits to include minor repairs lor 
the rchoolr. 

b. The conceptr for addressing corrective maintenance needs were not applied 
in practice mxactly ar envirioned-in the Project Agreement. 

c. The innovctive mmicrobusinessm rystem was successful. 

d. Although the corroctive uintemncm project did not go beyond limited 
cwerage, conridering tho rum of nocerritirr in soma 3,300 rchools, and the 
fact that correctivo maintenmce problems continued to arise daily with the 
same severity as alwayr, the repair of 2,400 classroonr had a conbiderable 
impact, particularly ar it demonstrated the capacity of the UNn and DCN to 

- 
administer and exacute projects of this type. 

e. The ruccesr of the constructive maintenance program resulted from the 
combined actions of the UNM, APRE 8r.d DCN, along with the community groups - forming the microbusinesses, whore efforts should not be undervalued. 



a. 'Tho objective of improving the corrective maintenance capacity of the 
system should be maintained. 

b. Tho equipment, vehicles, tools, offlce equipment and furnishings, atc., 
presently held by APRE for corrective maintenance, rhould be turned over to 
the DCX ro that it u y  continuo vith corrective maintenance under more 
appropriate conditionr. 

c. Owing to tho succesr of the microbusiness program, it should be continued 
within the corrective maintenance program of the. DCl4 for the present, but with 
consideration given to further privatizing the corrective uintenance function 
in tho future. . - 

The sffort to build a system of'school maintenance based on comunity 
participation included (1) delivery of appropriate tool kite, (2) preparation 
and dissemination of practically oriented manuals on simple maintenance and 
construction work and techniquer of cornunity mobilization, and (3) training 
for school directors, teachers and comunity leaders in preventive maintenance 
and community mobilization in support thereof. 

With USAID fiyrer indicating that already tool kits had been delivered to 
2,255 communitior and training provided for 2,777 schools , the 909 coverage 
80.1 var expected to be achieved by September 30, 1989. In addition, about 
1,100 community loaders will have been trained by the end of the project. 
With regard to sanualr, howevor, our ramplo indicated that only 609 of 
participating achoolr had - received them. 
The impact of project activity in promoting maintenance is difficult to 
ascertain, rinco u n y  communities vero already active in maintaining their 
rchoola. We credit projoct intervention with significant offoct in less than 
half the participating rchools, vith the tool kits the principal factor. The 
offoctivenesa of the manualr and trainin8 has been hampered by poor 
conurunication and lack of follov-up. 

Activity thur far has been just a first stop in establishing the concept of 
comnunity-bared preventive uintenance in El Salvador'r rystom of education. 
To roalize the potential long term roturn on the investment already made will 
require substantial further investment. 

Tho numberr and type of peoplo trained are not yet sufficient to achieve the 
necesrary critical masr. Training har been limited mainly to school directors 
and is rarely transmitted effectively to teachers or to the.communities. In 
addition, supervision and follov-up are too weak to provide the support and 
guidance needed to develop and sustain effective community-based planning and 
a& ion. 



Tho manuals, despite generally appropriate format and content, have not been a 
kignificant factor because of very limited awarenest of their existence, let 
alone content. The manuals muat be integrated into the training programs more 
effectively and given subrtantially broader distribution and publicity. Since 
the marginal cost of the manuals following preparation and initial printing is 
relatively minor, broader distribution to all trainees and to the parents' 
arsociationr rhould rubstantially enhanco the return on this significant 
lnvortmant . - 

a* a . . - 
For thir component tho dorign concept rot forth in tho Project Paper (PP) and 
Projoct Agreement included two basic elements: a system-vide preventive' 
maintenance program for primary rchoolr (with initial emphasir on the ones 
built.under this and the previous AID project), to be implemented by the 
Construction and Maintenance Division (DC)o of the Ministry of Education 
(HOE); and a pilot test of a preventive maintenance-program for primary 
rchools involving their local comunitier (in approximately 10 achools) to 
teat the-ef fectiveness of a community-based strategy. If proven effective , 
community-based preventive maintenance would then be extended to all HOE 
primary schoolr over. the life of the project. 

Tho mans set forth to create a preventive maintenance conrciourness in school 
diroctorr and teachers--who would in turn be responriblo for involving the 
studontr and coamunlty--included (1) preparation of a rimple "how toa 
mainterunco manual to be dirtrlbuted to all MOE primary rchoolr, (2) special 
'seminar training for directors and rupervisorr in how to use the manual and in 
orgmizational technique8 to involve the teachers and communfty and (3) 
distribution of a w~intenance kitg of basic tools ta each primary rchool as a 
supplement to tho manual. - 
As described in the PP and Agreement, school directors vould be individually 
responsible for matoriafi and toolr provf&d to tho schoolr and for submitting 
to the bQ( remi-annul report on tho condition of the rchool and the 
u i n t o ~ n c e  vork completed. The DCN would bo responsible for inrpecting the 
mrintenanco vork conploted, adviain8 on future uinterunco roquiremontr, and 
for mintaining'an updated film on each rchool. The DQI vould alro identify 
repair neodr beyond the capacity of the school and community ro that those 
could ba included -in t h F 0 m g s  rchedule of work. The Project ar originally 
derigned provided for upgradin8 the DCU's capacity to implownt syatem-wide 
proventivo maintenance program by providing vehicles and funds for locally 
procured tools and .- repair materials. 

The 1987 Interim Evaluation Report indicated that as of March 1987 only seven 
eaptoyees had been assigned to the preventive maintenance operation from 
elsewhore in the MOB, and only three promoterr had been hired. UNX/APRE 
estimated that about 214 people vould be needed to run the proposed nationvide 
preventive maintenance system (another estimate pat forth by APRE staff vas 



closer to 400); however, GOES Decree 1.1--a h i r ing  freezo--war applied to  deny 
the siaffing needs cal led  fo r  to implement t h i r  system, &lch the GOES 
conridered unrea l i r t i c ,  Currently, preventive mainterrance staff! arrigned to 
AWE (23 rupervioorv and pronoterr, 2 1  of which are aooigned to the three 
regional officer) are  carrying out a l l  the functions relat ing to the 
preventive maintenance program. Support s t a f f  (drivers, warehousemen, 
uocretaries, etc.)  a r e  shared with the corrective maintenance function 
discussed i n  section I1 .B, abo&.- - 
The Interim tv . l ru t ion zaco~ended  that a decbrion be made a r  to whether the 
inpact of Component 2 vould come primarily from community-baaed proventtva 
maintrxunc~ or f r o i  d is t r ibut ion of greater resourcar t o  UOE regional DCM 
offices t o  support correct ive maintenance. Tho decirion audo has been to rely 
ontiroly on coubunity-bared preventive mahrterunco rather than on DCM 
interventions. The role  of the DCM ir  limited t o  corrective u i n t a ~ n c e .  
Because of COBS l imitat ions on hiring the required staff, '  the nationvide 
preventive muintenmce ryrotem undor the DCH was never developed as originally 
envisioned.. Accordingly, the redainder of t h i r  Prevantive hirctetunca section 
w i l l  deal with the implementation experience of the comn;unity-baaed ayatem. - 
A t  the tiwe of the Interim Evaluation l i t t l e  progrerr had been made on 
prevantive maintenance. Serious delays had been axperiencsd in  receiving 
fundiq  under the upproved Action Plan, which was not approved by SETEFE unt i l  
Uarch 1987. Delays were a lso  experienced i n  tas t ing the feas ibi l i ty  of the 
comunity-based maintenance acheme through an i n i t i a l  p i l o t  project, which wus  
to  have boon completrd by February 1986. However, a f t e r  u n y  problems, a 
p i lo t  project including 25 rchools was completad i n  mid-1986, vhich led to  the 
conclurion that  school maintenance programs bared on comunity participatiorn 
and aelf-sufticiency could be viable. An i n i t i a l  veroion of the uintananco 
manula had also heen completed. 

The process of extending t h i s  coaauni ty - based preventive maintenmce approcrc'n 
to  llOE primary schools throughout E l  Salvador did not rea l ly  get r tarted until 
1987. Start in6 i n  February 1t87, promoters and roaional ruperviaorc (6 i n  the 
Eastern Region, 8 i n  the Western and 7 in  the Central Region) were a s s i p e d  to  
tho proarm. The or ia ina l  target  was to  have 10 promoter8 for  each re&ion, or  
30 in a l l .  I n i t i a l l y ,  28 psomotors joined the program, but some have since 
l e f t .  Tho promoters were teachers or social  workers seconded from other 
departments of the HOE a id  subject to recal l  by them. Only tho regional 
supervisors were contracted by APRE. The inab i l i ty  of the program t o  hi re  
promterr has been a problem, since their  work has rometfmer been interrupted 
by sudden recal ls  by t he i r  original departments. 



'Training for  the promotaro has cancinuod throughout the ptojact  pbriod; 
following t h r  Lnlti.1 orientation and training rsmir~ay ehera have been about 
fivo o r  s i x  additional seminars, Zasttng far perdoda of between three days end 
two trteekn. 

? 
The f i r s t :  t ra in ing  r tnlnrrr  fer ochool and nuclei directaro (or the i r  
designate~d rubrtftuten) began about Augurt o r  Sapternbar of 1987, i n  a l l  ehrea - 

- rspJonr. According to O R E  reporto, about 3,400 echaolr throughout e l  
rn Salvador w i l l  have recelved t ra in ing  i n  preventive aaintemance by Septeaber 

30, 1989, which i r  considered virtual1,y complete coverago of el igible  rchoolr. 

- To date ,  15 four -day training reminmr f o r  dlrecforr  hntia been held i n  the 
Raoturn Region, with one mare planned far September 8989, for  betwen 40 t o  70 
perronr each. In  th i r  region, 897 achoolr have had ooaeone trained; remaining 
t o  be reached are 42 ochoolc, according t o  regional uZaf!f. According t o  
f igurer  provided by USAXD, 851 havo received training and 129 remain (878 
coverage). Calculating precise figuseo i n  d i f f i c u l t  because, although there 
are  nominally 1,100 scboolr i n  the region, 215 are currently closed due t o  the 
c o n f l i c t ,  including sons which had already received training and tools.  
Therefore, nearly a l l  the functioning rchools: i n  th$r region should be reached 
by September 30, 1989. In addition, ane4ay  reuinar fo r  20 community leaders 
war held end four more are planned, t o  include an additional 1.00 community 
leadarr.  (It rhould be noted t h a t  who Er defined 06 a "comun&ty leaderw 
appsarr t o  vary i n  practice, although APRE drofiner the term as m activa 
member i n  the Parentsv Association.) 

In  the Wartern Region, 701 rchool and nuclei  directoro Rave been trained i n  11 
seminars which, according t o  regional r t a f f ,  -covers 1008 of the s l ig ib la  
rckoolr i n  the region. According t o  the USAID ffgurss,  570 achoola have boen 
reached and 87 rema2n (87* coverage). Hn addition, 597 comuunity leaders have 
been t ra insd  i n  23 nno-day reminarr, mainly i n  1989. Another 15 reminarr ara 
planned t o  t r a i n  approximately 375 more community leaders. 

The Vestan, Region i r  the only one t o  have held practise1 trainin8 ses8ionr in 
maintenance r k i l l r .  To date 47 half-day rerr ions have been held a t  the 
nucllri lovel ,  i n  which 558 peroorrs have been trained Ln masonry, e l ec t r i ca l  
and plumbing mkillr using hands-on methods. The perrons trained are usually 
esachars charged with naintsrunce functions; the t ra inerr  are technicianr and 
ak i l l ed  workers seeondad t o  the program by the Regional Office of the NOE and-- 
bCn. An additional PO pract ical  t r a in ing  saraionr a re  planned, t o  cover 
approximatsly another 130 people. 

I n  1987 and 1980. 697 schools i n  the Central Reglon received t r k n i n g  f w  
t h e i r  director. or  other personnel (APRE f igurer  for August 1989). According 
t o  a regional supervisor, i n  1989 alone, 14 five-day semirurr were held 
betveen J m e  13 and Septeaber 8 f o r  728 schools, for  an overall t o t a l  of 
1,425. Regional s ta f f  consider t h i s  t o  be v i r tua l ly  complete coverage of 
e l i g i b l e  schools, 8iven that  65 schools have closed during the current year 
and 39 schools have failed t o  respond t o  repeated invitations to  t raining 



seminars. The figures obtained from USAID s t a t e  tha t  1,396 echoaPs have bean 
roachod (878) and that 207 rrmafn t o  be trained. With a largo number of 
school seminars just  now completed, there is no time l e f t  to  develop t r a i ~ i n g  
sominars for  comnunity leaders, according to  APRE personnel; and they are 
unablo t o  commit fundr t o  ehim type of t raining beceuso it  cannot be conplated 
by the September 30, 1989 end of project .  

Tho foregoing program data indicato t h a t  t r a i n i m ~  80al# havr boon largely met 
or w i l l  bo by the end of tho project.  The roarons given by r o g i o ~ l  s t a f f  for 
non-participation by 8- schoolr include fa i luro  t o  rrcelvo invitations 
aconvocatoriara, the timing of tho seminars, tho fact tha t  trainear were not 
paid aviat icorw or ,  aimply, lack of porceivod need o r  intereot .  A reg$onal 
uuporviror indicated, for  oxample, t h a t  out a f  tho 39 rchoolo i n  the Central 
Region which fa i lod  t o  rosp6nd t o  ragsated invi tat ions fof  training, 26 wore 
i n  tho metropolitan a r m .  Since tho t ru in ins  sersiornr f o r t h i r  aroe wero only 
aivon i n  tho mornin~,  roae rchoolr did not attend becaurs they only oprrate i n  
tho aftornoon. Mort, however, voro niaply not intarested o r  had had their  
physical caaintenance and repair needs mat by port-earthquake asristanco 
programs. 

- Data from our random simple of rchoofr do not diverge widshy from program 
figures, indicating tha t ,  overal l ,  82Q of the schools v i s i t ed  had received 
training--87t of schoolr v i r i t a d  i n  the Eastern Region, 838 i n  the Western and 
7% i n  the Central Region. (See Annex 2 for  samp?-e rurvey data.) 

Tho training seminars for  diroctorr  and comunity leaders era conducted by the 
promterr  i n  each region working or a e e u .  Semfnarr a re  held i n  each of tho 
Departments i n  each region t o  Eaci l i ta to accerr. I n  the Central Region a team 
ftolr PPHS wPorfaccionamimto Perunsnte  do )(aer@ror an S I ) W ~ C W ,  i n  char80 of 
in-sorvice training, holped on a part-time basis  with 11 of tho 1989 seminars 
for  school directors .  

Thoro va. no opportunity l o r  any of the t e b  member' assigned t o  t h i r  
component t o  obaerve a trnisrin6 reminar, oo no specif ic  commenta c m  be made 
about traitring content md procerr. From tho goneral comments made both by 
tho t ra inerr  and traitnoor, tho content appearr t o  have been focusoed primarily 
on how t o  w t i v a t o  and involve tho community, rather  than on hov t o  carry out 
rpocific uintenaaco ox repair  a c t i v i t i o r .  Tho reainarr f o r  c o m i t y  loaders 

. voro derigned primarily t o  w f i v a t o  them t o  colll8borato i n  maintaining tho 
schoolr. They deal v i th  relatively high rura l  i l l i t e r a c y  ra tes  by minimizing 
tho we of v r i t t o n  m t e r i a l r .  

b noted above, i n  the Western Region handr-on training in prevoncivr 
mintenance f o r  teachers and director. has been done i n  nuclei schools. 
Rogional s t a f f  expressed a desire  t o  extend t h i s  type of t raining t o  parents 
or other. i n  the comunity a r  welt, indicating that teachers had said that  - 
th i r  would be useful. Tho data from our sample a lso  corroborated the demand 
for  pract ical  training. When asked what type of further  t raining would be 
useful t o  them, a number of informants mentioned technical training i n  how to  
build s tructures 
electrical work. - 

or make repairs ,  o r  i n  specif ic  s k i l l s  such as  masonry or 
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A number of respondents aloo suggereod tha t  a l l  the ceachero ahould attend the 
o o y l a r  trainin8 aeninara, not j u r t  the d i r ~ ~ c t o r a ,  and a few ruggeatod that  
more people in the community slhcruld be trained as  well. 

With regard to  achool director  t rainin&, the original project design put 
conridsreble omphaeir on t h r  ro le  of tha ptevsntive uintenanco amulr ,  
considming them to be tho primary tool  for  ootfvatin8 and guiding provontive 
maintenance actlvieiea by the rchoolr and comtmunitier. The t ra in ing  reainara 
we~e~rupposed to teach director8 how t o  use t h  manwlr, how t o  oncourage 
teachers t o  follow the rchedulo of maintenance act ivi t ioa contained i n  them, 
and haw t o  lnvolvo the coamuni ty a s  well. .In th i r  waya , tho PP r t a t a s ,  
"teachera and auperviaorr wtI1 be fani1iarizod with t h e  manual and w i l l  bo 
made awaru of their  r d ~ p o n s i b i l i t i o r , ~  

Actual practice d r  sonewha,t d i f ferent .  I n  the Eastern Region, according to  
both t ra iners  and trainees,  the manuala are not given out u n t i l  the aeminar 
closing , together with the diplomas. Three pamphlets (mainly on comnunf ty  
promotion and organization) r r a  given t o  trainees and used aa teaching' 
,materiala during the seminar. I n  the Central Region, apparently rome use is 
made of the manual on community promotion and organization, but l i t t l e ,  i f  
any, of tho o w  on conservation and maintenance. Puphleta aro a l so  given out 
and w e d  as-teaching materials. I n  the Weotorn Region, according t o  regional 
r t a f f ,  the manual on community organization ir  used i n  t raining aeainarr for 
rchoal diroctorr and the manual on conrorvrtion and maintemnco ir given out 
a t  tho end of tho seminar. The l a t t e r  l o  8180 used as  a resourco f o r  the 
prac t ica l  treiniag seasione f o r  teachorr. No manuals a re  given t o  tho 
comunity leaders trained. Supenriaorr and trainorr i n  81.1 regionr noted that  
they emphasize during the semlnarr tha t  these manuals and pamphlets bolon8 t o  
the rchool and are t o  ba used by the d i rec tor ,  teachera, students or  parents 
88 =.dad. - 
Among the aauple ochoolu, however, we found tha t  informant. (normally those 
who h.6 actually attended aeainarr) i n  only about BOQ of the rchoolr which had 
recrivod trainicg mported rocoivitry manuuls o r  pamphletr, even though pro8rm 
f f w r o s  indicate that  a51 those trained have received them. Va are  urublo to  
fu l ly  explain thj.8 discrepancy; some of it  may be duo t o  delay8 i n  delivery of 
mamulr (not overyono got an0 a t  the t ra in ing  reainrr; some were delivered 
l a t e r )  ind mom may bo duo t o  the fac t  t h a t  the persona who rocoivod tho 
training and tha'rpanuala were not available t o  be interviewed i n  a l l  rchoolr 
vimitod and no on0 mlro knew about them. Nort of the time there r a n w l r  or 
pamphletr aro kept i n  tho how of rrhoovor received the training; even vhm 
they a re  kept a t  the school, f eu  peoplo boyond those who attended tho seminars 
a r e  f u i l h r  with them. Wiile Pn about 70b of the rchoola which reported 
receiving mnurlr  or pmphlets ,  a t  l e a s t  one teacher who did not receivr 
t ra in in8  know that thass mansla  exiated, parentre knowledge of these 
resources war auch lower--1eaa than 101 of the parents interviewed knew that 
there vere manuals. Even teacher8 and parents who knew that  there were 
manwls were rarely able t o  describe the i r  content. Only about a f i f t h  of the 
achools which had manuals reported t h a t  they had been used, and tha t  i r  



probably an overly generoua figure; them ataeernonts were usually not very 
rpocific.  Rogionally, tho rchoolr we v i r i t e d  in - tho  Wart indicated 8rsater  
use of the manualr, followed by thoaa in the Eei t ,  with the Cantral Region 
ahowing the leas t  uro. 

The major factor impoding uro af tha manualr appears t o  bo inrufficient 
knowledgo of both the i r  oufrtenee and the i r  contetzt, duo t o  lack of use of 
tho. i n  tho training p r o g r u  and do inadoquato comunicationr i n  the rchoolr, 
and t o  thoir  very limitod dir t r ibut ion (one r o t  per rchool) . @lay# i n  
dolivery of unua'lr  zo tho re8lona ham contributrd t o  the i r  lack of us0 i n  tho 
t raining rerrlonr t o  roae dogroo, and thur .indiracely t o  thoir lack of ure by 
rocipientp. Another c o n t r i b u t i q  factor (although we have no measure of i t )  
may be r! certain lack of u t i l i t y  of the conrorvation and maintenance mmul 
duo t o  iruccurrto o r  inodequato content. A rogiorul iuporviror pointed out ,  
f o r  example, that  u n y  rchoolr t u ~  longor uro tho typo of oloctr ical  
connectionr i l lu r t r a tod  i n  the unua l ;  and a rchool director  raid ho had t r i o 6  
t o  rue the u n u l  t o  romove and roprlr t o i l o t  tanka, but  tha t  the dravingr 
were inaccurate. 

(dl l!bkmwa 

The s i tua t ion  with regard . to  tho manurrlr is indicativo of a larger problem, 
tho lack of communication regarding tho proveneive maintenarke p rogru  both 
within the rchooh and between tho rchoolr and the yarentr or the wider 
community. Tho concept underlying tho training p r o g r u  for  rchool directors 
i r  tha t  thoy i n  turn v i l l  para on the knowlodgo thoy gain t o  teachorr, 
students and the community, thua multiplying tho training input and involving 
otherr i n  tho provontlvo maintonmca progru .  b r e d  on our ample, however, 
thin is happening only t o  a limited dogroo. I n  only about half of tho rchools 
i n  which romeono var t rained did othorr corroborato tha t  thoy had gotten any 
information about the t ra in ing  contont from tho trainee,  and usually tho 
information cornrayed var limited. An indicvtor of t h i r  lack of communication 
ir  t h e  f a c t  tha t  i n  over a third of rchoola which had .received tool h a ,  
teacherr did not know about tho toolr. I n  nearly 608 of them ' ~ a r e n t r  
intorviowed ( in  m a t  carer  those rervin8 on the diroctorato of \t?o Parentr' 
Ar8ociation) did not know about tho toola. I n  p a o r a l  torma, ve ihtolrinod 
t h a t  i n  noarly 40a of tho achoolr vhich had rocefvod training theri*var a 
roriour lack of communication botween the d i rec tor  +mi tho torcherr, and i n  
even .or0 thoro var a r imi lar  problem of deficient communication between the 
rchool and tho Parentr' Arrociation with regard t o  tho maintenance program. 
Rogionally, those pr&lems appear to  be l o a t  prevalent i n  the Central and 
Ear t e rn  Regi ow.  

.Lack of effect ive linkages with the parents and larger  cornunity i s  of 
part icular  conc,rrn, rinco a comunity-based u in tenance  rystem can only 
rurvive and prerpor if the c o n i t i e r  are effectively reached and integrated 
in to  the ryrtem. To &to, tho impact of tho program has been much greater a t  
the rchool love1 (part icipat ion of teachers and rtudentr) than a t  the 
community level ;  many parents are simply not aware of program resources, nor 
has there been ruEficiant e f fo r t  to  motivate them t o  part icipate in  
maintenance or take any in i t i a t ive .  Clearly, bore  effect ive participation by 



parents i4nd othoro in  the community could occur i f  thorn dbficionciar wore 
remodied. 

Tho effort ,  i n  training reminarr t o  pronoto planning of maintmance projectr  
and a c t i v ~ t i e r  har a b o  had mixad rooul t r .  Traineer aro aaked t o  proqent a 
plan f o r  a projact during tho reminar, o r  rometimoa aftorwardr when tho t o o l  
k i t r  aro deliverad. Howover, u o n g  our ramplo leas  than a f i f t h  of the 
rehoolr which had rent romeono f o r  t r a in in8  had developed a m a i n t e ~ n c o  plan 
(other than the i r  regular yearly plan rubmitted t o  tho HOE). Tho planning 
information provided by APRE i n  tho manualr and porterr ,  including a portor 
calendar f o r  planning preventive m i n t e n a n c i a c t i v i t i e r ,  i a  not ge t t ing  much 
uro. Uhilo porterr  were obrorved o r  raportcd -in about 40t of the rchoolr - 
visited, rerpondontr reported ac tua l ly  uring them in  only about a quarter  of 
the rchoolr i n  which they appeared, Generally the i r  main function reamed to  
Be t o  decorate the clasrroor.  I n  one rchool we obeerved them being cut  up to  
make cardboard decorationr f o r  the independence holiday; i n  another they were 
folded and stapled to  make heavy duty f i l i n g  folderr .  

On the other  s ide of the coin, about 12) of the schoolr v i r i t e d  did report  
planning and actually carrying out planned projectr ,  though the degree of 
formality of tho planr varied. The rchoolo i n  the Wertern Region were tho 
moat l i k e l y  to  have done t h i r .  Very few cases of jo in t  planning-by d i rec tors ,  
toachorr and the Parent8. Asrociation wore found. 

Part of the reason that not much planning is  being done may be tha t  promoters 
d id  not always adhere to  the progrum'r requirement tha t  trainee. present a 
maintenance plan e i ther  a t  the seminar o r  a t  the time the tool r  aro delivered. 
Many informants knew nothing of ruch a requirement. 

The d i f f i c u l t i e s  noted above may be due i n  par t  t o  factors  within the t raining 
p?ogr.n; however, i t  i a  not possible t o  determina whether t h i s  i r  the care 
r ince  we were not able t o  observe the t ra in ing  or  obtain ru f f i c i en t  
information about it. Certainly f a i l u r e  t o  use tho manualr during t rpining 
u k e r  it l e s s  l ike ly  they v i l l  be ured l a t e r .  

Tharo appears t o  be a desire  m n g  many of our informants f o r  more technical 
content and for  training which roaches beyond the director8 t o  include more 
toachorr and parents or  othor comunity wmberr . The f a c t  t ha t  i n  the Western 
Region more comaunity 1raderr . recr ivod t ra in ing  than i n  the other  regions, and 
t h a t  there has been r o w  p rac t i ca l  t r a i n i n 8  there,  may havo contributed t o  the 
.more favorable s i tuat ion i n  tha t  region. 

, - 
( f )  trek of Follow-yp 

A key fac tor  is  certainly the absench of any s ignif icant  leve l  of follow-up 
a f t e r  the training. Only with adequate follow-up can problems such a s  
inadequate communication and mult ipl icat ion of training and non-use of 
important resources such as  the manuals be overcome. Only about 129 of the 



rmple achoolr which had received cralnlng reported any follow-up v i s i t  by 
program r t a f f ,  with the p e r t e s t  incidence of rapartod follow-up i n  the 
Western Region ( 2 0 0  and the lomt  ( 4 t )  i n  the Central Region. 

Tha lack of follow-up i s  inevitable, given the very small r taf f  v i th  which tho 
proaram i r  oparating. A syatom i r  i n  placa t o  make an evaluation v i r i t  to 
aanh partiaipatlng rchool and adminireer a q u o r t i o n ~ i r e  on the condition and 
w e  of the toolo and unua l r  md whethar the rchool har carried out i t r  , 

planned projact(r). However, with only 6 or  8 people to  cover larga regionr - - ( in  addition to  conducting training and delivering toolr),  the tark i r  clearly 
hparsible.  In  the tar tern  Re&ion, for  axampla, tha promoterr have only been 
able to  mlw a fo l lw-up  v i r i t  to  45 rchoolr. Berforunce in  the Vertern 
Rotion har been bat tar ,  i n  p a r t b c a w e  tha region i r  r u l l e r ,  l e r r  affectad 
by war, and har a greater number of prom~tarr  (8): Even thore, however, they 
have had t o  opt for  providing one-time fallow-up to'only a ample of tha 
rchoolr (208 i n  one staga and m additional 208 in  another), including use of . 
a quertlonmire and a l ro  meatingo with directorr ,  terchexr, parents and 
community leoderr t o  discusr p rop ta r  and problems. 

The transitory nuture of APRE and i t r  r t a f f ,  borrowed from other departments, . 
har a l ro  worked against development of an effective follow-up syrtem. APRE 
cannot hi ra  more r t a f f  nor axpand i t r  follow-up capabilities becaure it i r  a 
temporary or~anizat ion;  but a t  the rame ti-, it har asrumed implementation 
rerponrlbility and has therefore t o  soma dagree obviated tho need for other, 
pemanent dopartmentr to  take on the follov-up task. - 
H o w w ~ ~ ,  even taking a l l  th i r  into account, it i r  also apparent that  not a l l  
the f ia ld  r t a f f  have alwayr followed the procedurer with regard t o  training 
and follow-up which they were t a u a t  i n  tha i r  own trainin&. Not everyone has 
effectivaly comunicated and appliad p r o g r u  raqufremontr (such a r  the 
uintenanco plan mentioned above), e spech l ly  those pertaining to  
participation by parentr. 

(8) - - 
It i r  e r ren t ia l  t o  remember, nonothalerr, tha t  loma of the problems 
encountered arm clearly beyond tha rcope of the progru to rerolva. Tha 
rocial and economic conrequencar of tha confl ict ,  both t o  the country a r  a 
whola and t o  individualr, have certainly affected their ab i l i ty  t o  collaborate 
i n  much efforts .  Tor axupla ,  tho uhole pramire of the trainin8 pro&xu i? to 
anco\ua&e and rainforce laaderrhip,' both within tha tchoola and tha - 
c a r u n i t i e r ,  i n  taking r e r p o ~ i b f l i t y  fo r  organit iw and carryin6 out 
pravantive maintenance act iv i t ier .  In  a r i t w t i o n  of p a t  aconomic and 
rocial i a r tab i l i ty ,  however, not only a re  the physical, motion81 and economic 
rerourcer vhich peopla m i f i t  contribute t o  ruch effortr  curtailed--paople are 
sowtiwr rimply afra id  to  behave lib leadorr, to stand out from tha crowd 
and bo virible.  The accomplishments and problems of tha program should ba 
viewed, tharefore, i n  t h i r  context. 



In  s p i t s  of the problems encountered, Irownvor, it i s  abundantly 61e.r that 
communitier do provide a greac d r r l  of nupport to their  achoola, awn where 
means are reverely limited. They know that they are unlikely to  receive much 
help from the HOE or  other oxtarnal aourceo. 

f n  almoa% a l l  the achoola v i r t t ed ,  fo r  example, we found that  parrntr provide 
voluntary wnotary contributionr (over 901 of tho achoola) and i n  a h o a t  ra 
many they provide labor f o r  orrintcrnance or'improvementr, o r  help with 
ac t iv i t ioa  to  raiae fun& f o r  the rchool. In about a th i rd  of tho achoola 
funda t o  pay for  labor f o r  maintenance (including pay fo r  jm i to r a )  or  
isprovsmrnta comeo from the  parenta o r  through coauunity a c t i v i t i e r ;  over 20t 
of tho achoola alao ure commnity funda' to  pay teachera. - 
I t  l a  noteworthy th8t  a grea t  deal of thin parental support comer from 
mothera, who vero reportad t o  be the primary collaboretora i n  nearly half the 
achoola viaited, both through monetary contributiona, d i rec t  aervicea and help 
v i t h  achool events and fundraiaing ac t iv i t i e s .  In  nearly 40a oY thPa group of 
rchoola, the reason c i t ed  f o r  the greeter participation of mothrrr was the 
high number of women-headed house~olds i n  the area. In the remainder of 
caaes, the reasons c i t ed  were tha t  men were away a t  work o r ,  i n  soma caaes, 
t ha t  mothers Vera generally sore  interested and responsible v i th  ragard to 
t h e i r  childran and the rchsol. 

Schoola alao receive r o u  help  from eourcea other than paronta, both through 
fundraiabng r c t i v i t i e r  uong pooplo generally i n  the conaunity, and diroct  
contributions of money, labor or ,  more often, materiala. Tho moat common 
source of ruch help c i t ed  i n  our ramplo (by over half tho rchoola) wore local 
author i t i e a ,  uawl ly  the' municipa'l government o r  mil i tary coanand. Nearly rs 
many mentioned help from various aovernment agencf as ,  part icularly for  
materiaka a d  aowtimes provision .of forewn t o  aupenriao comunity labor. 
About half a r  many mentioned receiving some contributi9na from variour kinda 
of velfare or comunity de\r.Iopmsnt organizatioar, and from private 
burinoraer - -and romevhat fewar from private individuals o r  familiar i n  their  
coawnifiea. A few roceived aomo help from cooperativen, part icularly 
agricul tural  cooporativea i n  tho ru ra l  area#. 

It  i r  c lear  thre eomunity part icipat ion i n  achool uintenanco and improvement 
exiata-to a o u  docroo almost everphere we wont. Uhat f a  much lor# d e a r  i a  
the dogroo -to vhich it can bo a t t r ibuted  t o  project t rainin6 a d  proaotion 
irntorventiona. b noted above, tho rough meaaure of th ia  uhich wa were 8blo 
t o  make i r  based. on whether the t raining war shared with othera i n  tho achool 
and/or c m n l t y  and whether othorr i n  tho achool and parentr intarviawed were 
mar. of tho project reaourcea diatributod (unua la ,  poatora, tools).  Based 
on auch meaaurea, it appeara tha t  it may be possible to  a t t r ibuto  m effete on 
participation i n  preventive maintenance ac t iv i t i e s  to  these interventions i n  
somevhrt under h a l t  tho schools viai ted;  however, even v i th in  there achoolr, 
wo cannot bo cer ta in  t ha t  part iqipat ion would not have occurred anyway, as 
many reported ac t i v i t i e s  predated progcaa interventions. Uhat can be raid is  



that these intarve~qtions have provided sons additional focus and impetua to  
involve paoplo i n  preventive mrintenanca and school improvwment projects,  but 
that lack of follow-up has mada these Snterventions l e s s  e f f ec t i ve  than they 
might 0th w:se have been. 

- (8) T A W  

Tho impact the tools  have had is c learer .  Instead of a "supplementa t o  tho 
manualn, a s  the PB described them, the tool k i t s  have become both the most 
v i r ib lo  and the most valuable element of tho program fo r  the beneficiaries, 
both within the rchools and the communities. - 
According t o  available records, about 2,255 tool  k i t r  have been dir t r ibuted t o  
schools throughout tho country, with 945 r t i l l  t o  be delivered (according t o  
USAID, 135 are  i n  the Sen H i p e l  warehouse and 83.0 k i t s  are r t i l l  t o  be 
procured). A l l  achoolr which have had aomeone trained are supposod t o  receive 
a k i t  of basic  tools  (see Annex 3).  Our sample data indicate tha t  over 00% of 
the schools which have sent  someone f o r t r a i n i n g  already have the i r  tools.  
For example, i n  the Western Region regional s t a f f  infar'aed us tha t  tools  have 
been dolivered t o  99% of the part icipat ing schools, v i th  only 22 schools s t i l l  
awaiting delivery of tools ,  and our sample data closely approximate t h i s  
f i g  (-93%). Delivery t o  the remaining schools i n  a l l  regions is i n  process, 
according t o  tho regional offices.  

The delay i n  delivering toolr  can be a s  long as  ueveral months, accordin8 t o  
some informants. According to  one promotor, or i@ul ly . the  tools were t o  be 
delivered a t  the tin of training, but  there was a delay i n  getting tho tools 
due t o  some problems a t  RONCO. He r a i d  tha t  delivery a t  tho ti- of t raining 
war def in i te ly  preferable becaure it eliminated the not if icat ion problem the 
regional o f f i ces  have often experienced: Getting out the word t o  schoolr 
about dolivery (as well as about the t raining seminars) is aone through the 
nuclei directors, and apparently does not work vary well, since many rchools 
have claimod they never received notices. 

The procedure t o  be followed fo r  handing over t h r  tools is spelled out: a 
m e t i n g  is ca l led  t o  bring toaether a t  1oas.t tho director  of the school arid 
three parents (and usually otherr a s  well) t o  take delivery of tho tools.  
T R i i  is supposed t o  ensure that tho parents are  aware of rocoipt of tho tools,  
tho composition of the k i t  and vhat thoy aro t o  bo used for  and by whom. Thir 
procedure may not be adequate, however--or may mot always be followed--8inco 
paronts intorviewed veto awrro of tho oxistmce of tho tools i n  only about 60% 
of the schools i n  our sample. 

The toolr  a re  usually under the control of the school director ,  although i n  
some cases the teacher responsible f o r  r specif ic  function has custody of 
them. Usuall) they are  kept a t  the school i e s e l f ,  but i n  some cases they are 
kept i n  the home of the director  or i f  a member of the directorate  of the 



Parant's Association, mainly for roasons of racurity.  Occasionally this  has 
caurod problamu with regard t o  aeceps t o  tho toolr .  Another phenomenon which 
was notad was that some directors are reluctant  t o  use the tools for fear that 
something w i l l  happen t o  them and they w i l l  be held responsible. This did not 
appaar t o  be comaon, however. 

Such fears  are not e n t i r e l y  ground'lasr. I n  our runple there woro ninr crror  
(about 13), of tho rchoolr with tools) i n  vhich tool8 had bees atolon or  
o t h o n i r e  l o r t .  The moot intororting incident occurred when rol. toachorr 
l en t  tho rchool f a c i l i t y  t o  a circur  t o  put  on a porformanco from vhich the 
rchool would rupporedly benefi t ,  rmd oomeone from tho c i r c u  (a clown war 
~ e n t i o n e d  by rovsral inforaantr) i ~ t o l e  tho toolr. and a number of other itemr. 
Tho teachorr rorponriblo vero ruppooed t o  replace the itomr, but r t i l l  had not 
dono so a f to r  tho be t to r  p a r t  of tr year.  . . - 
The APRE program maker no proviricm fo r  replacin& ruined, l o r t  o r  r tolan 
toolr ;  it i r  a s r u e d  t h a t  tho rchool o r  comunity w i l l  replace any lorror. 
This does not, seem t o  bo happening very often,  however. Among the theft  cases 
wo found, none of the itemr r tolen had been replaced. There were a fow 
montions of repairing toola which had deteriorated from use, such a r  
togrinding f i l e r  and repair ing whealbarrowr. - 
Another problem mentioned by a few informants war the poor quality of some 
toolr ,  which datar iarated rapidly. 

'the p r o p m  r t ipula ter  t h a t  tho toolr  a re  f o r  we i n  rchool u in tarunce  and 
irprovementr and u p  bo ured for  ruch purporor by toachorr, rtudontr and 
parontr. I n  moat caror a l l  thore groupr d id  make raw ure of tho toolr. 
Nearly a l l  tho rchoolr with toolr reported w i n 8  them (a fow had J w t  rocoivad 
them m d  hadn't had ~n opportunity t o  uro them yot).  Students aro tho moat . 
c o r o n  urorr--in about 6% .of tho rchoolr v i s i t ed ,  informants raid that 
rtudenta uro tho tools  i n  repair o r  maintenance a c t i v i t i e r  ruch a r  fixing - furniture,  painting, c leanins  gut torr ,  etc. I n  throo-quarters of the rchoolr 
thoy aro used by r tudentr  t o  maintain rchool$ardona and groundo, m6rt often 
by cut t ing back vogotation and haulins away g a r b a p  and dobrir. Tho .art 
c o n  function fo r  rtudontr,  hovevor, i r  keeping tho rchool~cloam, h i c h  
u r u l l y  roquiree no more tool r  than broom. and mopr. It  van not always easy 
o r  porrible t o  difforontiato betwoon t h i r  typa of routine cloanin8 and us* of 
other t'oolr i n  repair  o r  uintorunco a c t i v i t i o s ,  ro  there f igurer  a re  romevhrt 
rurpoc t . 
A wofu l  by-product o f  mtudrpt paxticipation i n  u i n t o ~ n c o i c t i v i t l e r  La tho 
poritivo impact it har on the i r  conduct and t h o i t  v i l l i n p e r r  and a b i l i t y  t o  
care f o r  thiqm and t a b  rorponribi l i ty .  Informantr i n  about throo-qur tor r  
of tho rchoolr (both teachers and rtudentr) noted t h i r  impact. Cloro t o  half  
there informant8 rpec i f i ca l ly  credited having the t o o h  with creating greator 
in torer t  and mthuriarm u o n &  tho rtudentm for  maintomnce ac t iv i t ios .  

I n  tho rchoolr which had tobls and i n  which parents contributed labor, they 
also made use of tho too l r .  Ye did f ind carer ,  however, i n  which the tools 
were used exclurively o r  nearly exclurively by the school jani tor  or some 



other person charged with maintenanco, and neither the parents nor students 
urod them t o  any extent (approximately 20Q of the rchoolr which had toolr) .  

In addition to  the maintenance activities noted above for students, a number 
of rchoolr reported, and were observed making, f a i r ly  rubotantial improvements 
through community effort .  Iruofar a r  we vers  able to dotermine, over 60% of 
ruch projoctr i n  tho rchoolr vir i tod have beon carried out using tha toolr 
donated through t h i r  project. Aa v i th  tha training and manulr ,  hovovor, 
ruporvirion and follow-up have boon largely lacking. Nonotholarr, .om 
rchoolr have carr ied out improrrivo projactr.  t xup l e r  include a largo wall 
conrtructed a t  one sckool i n  tha t a r t a rn  Ragion uring community labor and 
u t o r i a l r ;  a govsrnmrnt c o m i t y  devalop~~ent  agency provided auporvimion and 
k i l l d  l a b o r  Thir r a n  rchoal a l ro  har planr t o  build a watar tank and a 
r t a p  fo r  parfonrancor and c iv ic  obrorvaiiar. Thay rocoivad the tool r  tvo 
yaarr ago amd have boon u k i n g  vary good.ura of  them. A h o r  rchool ir - 
buildin8 rani tary f a c i l i t i e r  wing  &a eoolr, and has a l ro  b u i l t  an outdoor 
rtova and won  f o r  w o  by tha food p ro8ru .  However, othor achoolr have 
rufferod from tho lack of ruporvirion i n  carrying out coawnlty-rupportod 
projoctr. Wo raw oxuplor  of vary poorly b u i l t  and unfinirhod clarrroomr and 
other projects which rchoolr and comunit ier  had tr ied t o  do on thoi r  own, 
with groat  anthuriarm and good w i l l  but  poor rerul t r .  Uonethdorr, tho toolr 
a re  8 pori t ive contribution by the projact  and are being used, a l be i t  v i th  
widmly varying degroor of offoct ivono~r,  by almost a l l  tho rchoolr which have 
racaivod them, Thoy aro clearly v a l u d  by tha rchoolr and a re  roan by them a r  
rubstant ial ly fac i l i t a t ing  thoir a f fo r t r .  - 

Tho major conclurionr roachod for  thia  component aro a s  followr: 

Tha rampla data collactad barically corroborate program r t a t f r t i c r  which 
indicato t ha t  t h i r  component v i l l  reach tho 908 t a r p t  r a t  by the PP for 
t raining rchool diroctorr (not toachorm) and di'rtributing tool  k i t r ,  a 

although thora are a t i l l  a rubr tur t ia l  nwbar of k i t r  t o  bo dalivorod t o  
rchoolr vhich havo alroady rocaivod training.  Dirtribution o f _ u n u l r ,  
hovavar, m y  not w a t  t h i r  trrgot.  According to 'our u u p l o  data, only 
about 60$ of thoro trainod hava racaivod manualr. 

Tho racond PP target ,  tha t  858 of rchoolr w i l l  bo performing provontiva 
u in t anmco ,  could ba conridorad mat i f  w o  of tho to& i r  taken a r  tho 
n r r u r a .  Our &tr indicate that 888 of tha rchoolr which had~oca ivad  
toolr  warm uring thorn t o  s o n  dogma. Hovevor, dotai ls  on tha t y p  of use 
are  r h t c h y  and tha lava1 of uoa variam widely. Much of tha reported 
uintensnco ac t iv i ty  is routine claaning, u i n l y  done by atudontr uring 
nothing mota than broom and mopr, o r  uring tho rhovol and whaolbarrow t o  
dirporo of tranh, and would probably bo done with or  without tha toolr.  

The tool r ,  howevor, wore the moat affect ive elemnt i n  t h i r  component. 
They have fac i l i t a tod  rchool uintonanco and improvement e f fo r t s  i n  most 
caror. The toolr  have also served a# a r t iaulur  to  student participation 
i n  maintenmco ac t iv i t i a r ;  both teachers and students reported t ha t  having 



the tools t o  work with enhances otudento' in te res t  and enthuaiasrn for ouch 
ac t iv i t i e r  t o  some degree, 

d. In some cases inadequate guidanco and supervl'oion have reeulted in  
defective comnunity construction projectr. School personnel and parents 
often lack su f f i c i en t  technical knowledge to  carry out  effect ive 
aaintenance and improvement projectr. 

c. Tho manwlr a r e  ge t t ing  very l i t t l e  uro, nor i r  much use ma& of the 
porterr.  Pailuro t o  w o  the u n u l r  during the t r a in ing  r e d n a r r  and t o  
make the community awaro of th i r  rerourco har undoubtedly bean a factor 
impeding t h e i r  ure--noither tha diroctorr nor tho conasunity leaders appear 
t o  have been taught t o  ure tho manualr offoctivoly. Addltiorul 
contributing fac tors  arm the Qlayr i n  dolivoring marmalr i n  many cases, as  
well 88 nome or ro r r  dircovorodln tho drawinar which may af fec t  confidence 
i n  the aanwlu.  

. The mult ipl ier  a f f e c t  expected from training rchool d i rec tor r  har only 
occurred t o  a l imited oxtont. In only about ha l f  the part icipat ing schools 
was even mfnimal information about the t raining conveyed t o  teacherr. 
Parentr have recoived'oven l o r r  information. ~ o ~ u n i c a t i o n  within the 
schools is def ic ient  and linkager with the coaaunitier arm weaker than they 
rhould be. Tha connunitier have demonrtrated t h e i r  willingnerr t o  help i n  
mrt carer ,  but  b a t t e r  coarunicationr vould cortainly enhance the i r  
collaboration. 

g. Tho program har  not beon offectivo in  developing the capacity of school 
perronnel and parentr t o  plan preventive maintenance a c t i v i t i o r .  The 
planning methob and calendarr includod i n  tho manual and on portorr appear 
t o  get l i t t le  ura,  i n  pa r t  bocaure APRE porronnol have not  alvayr followed 
program guideliner which require presentation o i  a maintenance plan, 
proparod v i t h  parantre ,  participation, a t  the time the tools  aro delivered. 

k. Lack of supervision and follow-up has corrt?ibutod t o  a l l  tho foregoing 
doficionciar. Without offoctivo follow-up, it i r  unl ikely tha t  thoro 
problou w i l l  bo rorolvod. Failure t o  follow-up adequately i r  not ontiroly - 
tho f a u l t  of program porronnol; derpito tho fac t  t h a t  tho projoct &ri@ 
did not include any roa l  provirion fo r  follow-up (rincc, tho DQI tutionwido 
provontivo uintonanco syqtom was novor implamentod) , thoy have developed 
and t r i e d  t o  apply a follow-up and ovalurtion ryrtom, bu t  have only bem 

. . ablo t o  reach a mull numbor of rchoolr bocawa of lack  of ruff iclont  - r u f f .  Howovor, rtrff have not alvryr follavod a l l  tho y ido l inor  with 
regard t o  t r a in in6  and follow-up which thoy vera taught i n  the i r  own 
promotor t r a in in8  courrar. It fa apparent tha t  not ovaryone war able t o  
offectivoly cognunicato- or  apply program requi rewntr ,  orpecially with 
regard t o  parentr '  participation in  the maintenance program. 

a.  The preventive maintenance program developed by APRE should be transferred 
t o  a regular department of tho HOE; with i t8  trained and experienced s t a f f  
kept in tac t ;  t h i r  i; now being planned by the HOE. Additional personnel 



should receive the s u e  type of t ra in ing  current otaff has had. USAID 
should provide the resourcqi so t h i s  program can be continued and expanded 
as  outlined below. 

The tool  distribution program should be continued u n t i l  a l l  schools are 
covered. In view of our finding t h a t  schools are not replacing tools as 
expected, a detailed study should be conducted a year from now as to  
whether worn-out or stolen tools  a r e  being replaced by schools, the factors 
influencing replacement, and the cos t  of replacing tools  compared with the 
value of the maintenance done v i t h  them. Based on th ia  study, a decision 
should be,made as  t o  whether the most essent ial  and expensive tools should 
be replaced by the program a s  they deteriorate or  i f  they are stolen..  The 
qua l i ty  of the toolm should a l so  be asaured, t o  guarantee a longer useful , 

l i fespan.  - 
Training should be extended t o  cover a t  l eas t  two teachers ineeach school 
having s i x  o r  mora teachers, a s  well  a s  the director,  i n  order t o  create a 
c r i t i c a l  u s s  and f a c i l i t a t e  more effect ive communication and action vi th 
regard t o  preventive maintenance. 

The number of training s e d n a r s  f o r  community leaders ihould be increased 
subs tant ia l ly  t o  create a common context for  maintenunce ac t iv i t i e s  and 
strengthen the linkager and c o ~ u n i c a t i o n  between the achools and the 
community. Tho types of community leaders t o  be trained ahould be defined; 
thoy should be selected t o  fur ther  the purpose of strengthening 
s c h o o l - c o i t y  lf.-kagea f o r  proventivo maintenance. 

The training program should be strengthened by adding a component on 
p rac t i ca l  training, similar t o  the program developed i n  the Western Region, 
but  extended t o  parents a s  well a s  teachers, i n  viev of the problem of 
poorly done projects and the demand by our informants for  t h i s  type of 
t raining.  

The manuals shouid be an in tegra l  p a r t  of a l l  t;aining, whether for  
d i rec to r s  and teachers or  community leoders: They ahould be used as 
eeaching aids and dimcussed and applied during the t raining so tha t  
everyone i r  thoroughly familiar v i t h  thoi r  contents. The manual on 
conservation and maintenance should a lso  ba used during pract ical  training. 
Everyone trained should receive. manuals and be encouraged t o  ;hare them 
with others. Follov-up v i s i t s  ahould check on access t o  and ure of the 
manula.  
r 

The manuals should be thoroughly reviewed with both-teachers and parent8 
( f a c i l i t a t e d  by program s t a f f )  a t  a meeting with the Parentm' Association 
a t  the t im when tools are  delivered or  during tho f i r s t  follow-up v i s i t  
a f t e r  training has taken place. The directorates of the Parent's. 
Associationr should receive copies of the mnuala, with the s t ipulat ion 
t h a t  they bo passed on t o  rucceeding diractoratea. 

During training, more emphasis should be placed on planning a regular 
schedule of maintenance a_ctivity, based on the calendar already developed 
i n  the manual, a s  well as  planning special projects. 
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1. A greatly rtrengthmed follow-up capability rhould be developed which would- 
incorporate the nuclei directoro as well as program staff'. Sufficient 
personnel, vehiclss and funds rhould be provided to allow twice-yearly 
follow-up viritr to each participating school by program staff, 
supplemented by follow-up by the nuclei directors. Everyone involved in 
the follow-up program ohould receive orientation or training Ln rupportive 
oupervirion and baric principlrr of community developmrnt. Initial 
follow-up vlritr rhould bo rchrduled within three month8 of training and 
rhould emphasize tho application and tranrairrion of what vae learned 
during trainin8; the use of toolr, manualr and other rerourcer; and 
pr~areor in carrying out planned act$vitier. 



'Fhe project deaign includod procurement of furniture, equipment and supplies 
Ear 3,800 claerrooms as wall ao preventive maintenance tool k i t s  for ovar 
3,000 achools, The numerical project targeto were eubstantially met or  
exceedad, and on schedule. - 
tho proJoct co&ditr procurement function was ratzarwd t o  AID,  which i n  turn 
csntractod a U.S. procurement sarvlces agency named RONCO. RONCO performed 
t i r a l y  and-wall, and is to  ba commended for_using Salvadoran counterparts to 
tho vuximm extent feasible for local procurement. Apart from the experienca 
gaimd by such gxivato sector $a'lvadorans, however, the procurement capability 
of tho lCOE or  APRE gained nothin8 from that  experience. .. 
APRE did, howover, gain.* substantial capability for  delivery of furniture, 
equipoant and other commodities; Including textbooks. The oxtent that auch 
capscity continues, hoveveo, w i l l  dapend on the extent that  APRE's s ta f f  
ramainr 
Q~CO not 

A. 

withkn the HOE; and, au discussed elsewhera, the prospects for such 
bright. 

m?.U&s 
1. 

Given the scarcity of ndequate furniture, and with the object of improving 
learning and reducing tho n d o r  of drop-outs, the weducation Sy?tem 
Rovitali+ation Prajectw contemplated, under thin component, tho acquisition 
and distribution of a t o t a l  of 76,000 two-parson student darks for  a t o t a l  of 
152,000 pupil-places, i n  addition t o  3,800 &sk se t s ,  toachors chairs,  
cabinets, bookshslws and blackboardr. A 1 1  the above described furniture would 
bo complcmeneed with an adeqwts rupply of supplemental items such as  erasers, 
chalk, mtc~boako, pencils, maps, posters, graphics, e t c  . , and textbooks. 

Tho main objactive of the above Qeacrfbed equipment and-aupplies was t o  cause 
an imediato impact, qualitatively and quantitatively, on the existing 
capacity of the school system to  admit and teach tho studerpts.The distribution 
pr io r i t i es .o f  the equipment vere as follows: 

Hi@ost priori ty was given to  complete s e t s  of equipment, including student 
d o s b  a d  chairs,  teacher dosks and chairs,  bookshelves and blackboards and 
other supplemental itomr, for  tho 2,400  classroom^ t o  bo repaired and 
r o c o n r t ~ c t o d ,  and for  tho 600 new classrooms t o  be b u i l t  under the Program. 
On0 thousand extra s e t s  wero to  be distributed t o  thooe c'barsrooms that  were 
most in need thereof. 



Thus, 3,800 clasnroorn~ would be covered, which rapresentad aoms 28t  of the 
tot81 of primary education clarrroornr. 

h a  recond pr io r i ty  was to bo the remainfng claeerooms in  those ochooltr which 
had been recsnntructed under tho Program. Tha remaining equipment waa to be 
di r t t ibutad t a  thore clasoroomr lacking such equipment. 

2 .  xmhmmLh - .  

c. w u  - . . 
h e  procesr of gurchar in~~ school furniture was undartaken.by RONCO, a private 
U.S. corporation, vhich mad. i t8  purchaser from variour Salvadoran school 
furniture manufacturers. RONCO procured the number required vith insignificant 
dalayo . 

In aenerol, a l l  furnitura delivered as  par t  of the project was new, although 
there were vrt iour irutancas i n  vhich repaired (but good condition) furniture 
var dslivored, and a few carer of delivery of urad and unrepairad furnitura. 

l[[n general t a m ,  apart from the "Ara an [Spider] type of rtudent dark vhich 
is the subject of an independent invertigation, the quality har baen 
ncceptable. Howavor, thora are certain d ~ t a i h ,  ruch a8 the plar t ic  or metal 
terminalr vhich tend t o  corn off eas i ly  o r  nutr which prematuraly vaakan. 
Also, many teacharr sugptrted that i f  i t  warm porsibla, the top8 of the desks 
ohould be bondad vi th  formica, becrura t h i r  material r o r i r t r  both tha pan and 
pencil marks which ur' rofter wooden rurfacer, and the corrosion from sweat of 
student forearms vhich corrodes metzl surfaces. 

A8  to  darign, with the oxcoption of the Ara a type, the student desks, both 
one and two parson, a re  adequate md  functional, although they have to ba 
proportioned fo r  tho threa different grades ( f i r s t ,  second, third) for 
mthropoaatric rarronr. 

The 1987 ovaluatlon racomnded an acceleration in  dir tr ibution of furnitura 
i n  accord with pr iorf t ior  to bo detarmined, without waiting for the 
termination of the conrtruction program. Thir r eco~enda t ion  war fu l f i l l ed ,  
but on variour occarionr the delivery of furniture war dirorganizad. In many 
carer ,  a quantity of furniture not i n  accord v i th  what var oxpected arrived a t  
tho rchoolr. l h w  furniture, of different  typer and d innr ionr ,  war delivered 
to  rchoolr with no relation to  the previously conceivad'or discussed . 

necesri t ies .  



An of th i r  evoluatkon, there were n t i l l  many rchoolro~mo constructed or 
r&conrtructed under the project without the i r  new furniture oetr. We were 
informed, however, t h a t  with funds a till availabla 'from the  A I D  donation, A I D  
would arrange the purchase and the HOE the delivery of the new furniture to 
sutisfy the needo of thr newly constructed or renovated claeerooms within the 
program. 

Cornparin& the numerical data r u p p l i d  by the HOE by way of RQNCO with that 
obtainad i n  the f i e ld  in  tha variour zonar of the country we found a rerier  of 
dircrepancilrr (detailed below) a r  t o  tha amount of furniehingr (rtudent deskr, 
dsalu, blackboardr, e tc , )  delivered per claroroom. 

According to  tha project derign, ehe dir tr ibutfon standard was to be 20.26 
rtu&nt derkr per clasrroom and one teacher desk and chair per claesroom. But 
a t  thr m t i o ~ l  leval, the di r t r ibut ion standard of rtudent desk. and d e s k  
har been as  mhown below: - 
Zone No. Clarsroomr No. Student Desks Desks/Room 
Central 128 2,390 19.9 
Wer tern 74 - 675 9.12 
Eastern 190 1 , 150 6.05 
Total 384 4,215 10.98 

zaashLmb 
Zone Ro. Classroom No. Deskm Desks/Room 
Central 120 39 0.33 
Ver tern 74 22 0.30 
Ear tern . 190 42 0.22 
Total 3$4 103 0.27 

Unbr a11 headilnge of furnitura di r t r ibut ion the o f f ic ia l  report showr less  
furnkrhingr deltvarrd than we found t o  bt the case. For exmpla, on 8 national 
lmvd and bassd on the covered rumple (105 rchoo1.r) there exis t r ,  according to 
RONCO, r t o t a l  delivery of 2,190 two'perron student desks, but data obtained 
i n  the f f s ld  indicaten 8 t o t a l  of 4,215, nearly double that  reported. 

Va have 8180 found that thara arm rchoolr r r r i s tad  by the program which do not 
appear on tha l i r t  brlivgrad by RONIS. Such i r  the car. of tha San Antonio 
Silva School $n the Satr Hiaual d i s t r i c t ,  which according t o  the director had 
80 student darks brliverad, aPtkou#t i r  doer not appear on the o f f ic ia l  list. 
The ram accurrad with the Haria Auotili8dor8 School, which received 200 
rtudmnt &rks but war not on the Itst. 

Traditionally, minor repair of old furniture has been undertaken by members of 
the comunity, urina rchool funds obtained by various mean8 ( ra f f le r ,  dances, 
CONARA, and municipality contributionr, etc.) .  The MOE has not had sufficient 
fundr for  tha ryrtem'r needr. There repairs wera i n  many cases only part ial  
rinca many of the ~ommunitier arm located i n  areas in  which there axir t r  



neit:hor repair f ac i l i t i e r  nor ropair pesplo with au f t i chn t  s k i l l  and/or 
oqui.paent . 
Our aurvey indicator that major ropafra weru undextakon outride the local 
area. When ruch furnituro repairr wero offoctrd through the HOE, tho  item^ to 
bo rcrpaired were taken ava~y from the locubitier roquerttng them, and In the 
majority of caror tho quaatity roturnud uao eubr?rtarseially rmallor than that 
which hud been rent out. Umually tho BifEorence amounted Co batweon 308 md 
458. The jur t i f ica t ion ~I'U~OKI war that  many (R the ar t ta lor  vote i n  ruch r ta to  
of disrepair that  they could only be cunnibalizodl for parto to rapair othorr- 
not 80 badly damaged. Thoro were, howover, caaor bn vhich the dincrepancy war - . obviouuly oxcorrive and nak rrtirfactcrry explanatLon war given. 

Preliminary repdrtr indicrrted that  tho inplomentation of a mobile repair team 
had boon undortakdn by thr  WE; hunover, f i e ld  innrorf igation indlcatod that  
the idea vaa never put int:o practice. VIP rocomand further rtudy o t  t h i r  
pooporal, r inco w u l l y  only mhor repairs , such ar  thoao llmrolvtn6 aisgla 
carpontry and not roldorirrg and mecrl work could bo carried out on rd.te. 
Should th i r  mob110 te ia  not br foadblo ,  an altesnativo to  metal furniture 
rhould bo conridered. A1t:hough wood furniture requiroo a greater l n i t i n l  
outlay, because wood i r  rcarco and cort ly i n  country, vood furniturd i n  aore 
rimply and economically royaired. 

1. Tho school system a t  a national lev01 rubforr a3 inaufficiency i n  
furnirhingr which har not yet  bean ful ly  covered by the program. 

2. 'Iha inrutficiency i r  due in  part  t o  the growing deaandb of tho rchool 
population and in  part to  lack of a continuing pro8ram of maintensnce m d  
ropair of oquipmont. 

3. ' In  general, tho proaria mot ' i t r  objectiver a i  it covered a t  a national 
lovol tho distribution of furnirhingr, a l t houg  according to r t a t i r t i c r  the 
oartorn zone har boon lo r r  favorod. 

4. Apart from tho student d e s b  of tho 'Ara an typo, there aro no major 
objections to  deaitn or  quality. Tho minor probloma include small 
c o ~ t r u c t i o n  de ta i l s  vhich aro readily rolvablo, a d  the proportion# of the 
rndont  dorka, which rus t  bo adjusted t o  arade lovol. - 
5. Tho Ninirtty r t i l l  lacks m rdequato control syrtem with respect to  tho 
dirtribution and delivary of furnir0\ingr. 

1. Prepare, rr quickly aa posribla, m evaluation a t  national lovol of 
furnirhin8 noodr vt thin tho primary rchool ryrtem, asri8ning pr io r i t i es ,  with 
tho intention of creating programr for  gonuino necorrlty when financing 
becomes available in  tho future. 
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2. Conridor a2location of rerourcer f a r  the creat ion or  improvrarnt of - 
proprrly oqui pprd furniturr/rquipnrnt workrhopr a t  the national lave1 . Aluo 
t o  be conridsrrd are motile repai r  uni tr  for each zone ro ar  to offer  more 
o n - r i t e  msintrnmcr mnd minor ropairr to rchool furnishingr. Privrto 
entarpr i re  r l tornat ivor ,  part icular ly mieroburinsrrsr, rhould be included in  
ruch conrideratioru. 

3. Proportion the d i r t r ibu t ion  and &livery ok equipwnt and rupplier i n  
much a way that  rcrre uniform cweraae fa obtained. 

4 Coruider cortain chartpa i n  u t e r l a l r  and &mrtruction detail. t o  
fengthen tho uroful l i f e  of the f t%nirhi~m, md rrdrr ign the rtudont darlu i n  
p a b u t a d  dimrmion oo t h a t  they conform t o  tho rtu&nt population for  which 
they are in tenbd;  fo r  oxup le .  three typem, con for mi^ to-grader 1-3, 4-6, 
a d  7-9. . 

5. Dovire and implrment an adequate planning and d i r t r ibut ion  ryrtom f o r  
furni ture  and equipment which i n c l u b r  r t r i c t  control a t  a11 timom over 
inventorirr ,  be tho furni ture i n  the rhop o r  i n  the f ield.  - 



Taxtbookr wore prepared and publirhod by the HOE with tho help of the IBRD. 
APRE, under t h i r  project, then dlatributod the bookw, Furthor, APRE provided 
rone t ra in ing  t o  about 18,000 primary love1 teacherr, v i r tua l ly  a l l  thoro who 
would br  uring the toxtr.  

S i w a  t ra in ing  .war complo tad baforo our evaluation, we aould arrsers t.ho 
qualLty thereof only from lorron planr and intorviawo wXth participantr.  Wo 
fourid t h a t  t o  roach the 18,000 teacherr within t@e,timo and repourcar 
avri lablo,  wholerale i n s t r u c t i o ~ l  approaches had boon uood, noasrrarily of 
more informative than f o r u t i v o  nature. Thur we found too many rchowls i n  
which b o o b  wore rtorod rather than ured. Textbook w e  war a t i l l  ceonatrained. 
by toachor concern for  lor6 ar h g e  of waccouneablo r r ro t rw.  Although 808 
of teachorr intorviewed ra id  they vero w i n g  tho trextr, tho majority of uchool 
d i roc torr  intorviewed were not imprerrod tha t  there vro r igni f ic rn t  . 

improvement i n  teaching following the t raining and ure of toxtbookr. 

The textbook investment thur f a r  har purchased l i t t l e  more than a " f i r r t  
coata.  Subatantially w r o  investment i n  follow up noaaurer i r  needed t o  
e r t a b l i r h  textbook uao i n  the system and t o  rea l ize  tho f u l l  roturn i n  the 
tot81 invoatmont. Such maarwor would include teacher coumeling and 
rupervision, further  t rainin8 i n  trxtbook w e ,  and inclurion of ruch tra2.ning 
i n  the p r o f o r r i o ~ l  oducatfon of tho incaming torcherr. Toacherr need a c lear  
r ignal  of  oncouragomnt from the i r  ruporvirorr and thoir  Hinistry tha t  the i r  
perfommco w i l l  be judged favorably ra ther  than negatively by ovidenco of 
wear and t e a r  of tho textbooks. 

Tho design concept for. Component I V  i n  the Proj.ct Agreement addressed an 
o r ren t i a l  school need fo r  textbook uro i n  basic education (grader 1-6). Tho 
design included a new ror ier  of toxtboolu and toacher guidor joined with a 
program f o r  t raining teacherr i n  t h e i r  we. The textbook program had boen 
initiated v i t h  f inrnciry from the IbRD8r-Fourth Education Sector tam s ta r t ing  
i n  1979. rOIo textbookr and torchor manula w r o  t o  bo produced by the 
Natiatl.1 Plan of School Tostboolu (PUNALIbRC), a uni t  of the Pedagogical 
Services of tho Ninirtry of Education. 

The IUD war t o  f ilunee produe t ion and dl. t r ibut ion of approxiute ly  1,070,000 
bookr f o r  grador 1 throufi 6. They had not plannod t o  covar most urban or  
marginal urban areas,  uhoro mrt of tho now clarrroomr b u i l t  by tho A I D  
project  were locrtod, nor wero toxtbookr p l a n e d  for  grades 5 and 6. 

Tho IBRD l a t e r  decided t o  a s s i s t  with reatoration of the basic education 
rysCem and decided t o  complete the pr in t ing  of or rent ia l  toxta fo r  grade 1 



through 4 and a11 textr  for grader 5 and 6. The textr ware to be replaced on 
the barir  05 a 1st annual lo r r  ra te ,  101 increa~o  in  enrollment, and a 204. 
rat6 of det,'erioratlon each year. The avatlabil i ty of that IBRD financing fo r  
a l l  textbook publication made more A I D  fundo available for training i n  
textbook uor and rutlated act ivi t ieo.  

In Augwt 1987, the Crant Agreement war modifird to redefine Project Component 
4, The PIL provided for: technical arsistonco i n  the area of curriculum 
&volspment md fo r  35 rcholarrhipr for  port graduate rtudier.  UNEI was asked 
t o  pravi& technical asrlatance for curriculum inrtruction and t o  aes l e t  with 
the releetion and procesring of el igible candideter for out of country 
6radwlte rtudier.  

The Departasart of Basic Education of the HOE i r  responsible for  the 
dir tr ibution of textbookr and taacher guider. This imrollves receiving texts ,  
including preparing tha neceroary dacum'entation; warehouring them; relecting 
rchoolr and developing 8 dirtr ibution plan; contracting for  actual drlivery t o  
the schol~ls; and accountl.ng for receipt of texts  by the achoolr. 

The dir tr ibution of textbooks encountered a few problemr. There vere fewer 
textbook8 than nemded and fover wider  than teacherr. The demand and supply 
v g  har continued and addit tom1 bookr w i l l  be needed. 

Another problem war the lack of tramportation which APRE resolved by renting 
vehicler un t i l  I t  received its own vehicler. Even the axmod forcer offered 
vehicfer, but because the HOE would have t o  furnirh gas and a i l ,  t h i s  source 
war used l i ~ h t l y .  

A w r e  aerious problem vas a rho'rta8e of unpower for packing and lordin8 
books on vehiclea, which was resolved whan a crew of ten war employed by the 
not. The rnt i ro  labor forco war atrotched &an textbooka be8.n to  arr ive  a t  
airport8 and rhippfng dockr, and they were hard pressed t o  find storage unti l  
tiw for dir tr ibution eo rchoolr . 
Tvo carer vere reported where bookr rtrayed from their dostination. On one of 
the few t i w e  the armed forcer u d a  deliverier ,  it war raid that  the roldiers 
gave bookr to  children in  thei r  homettovn. On another occrrion, s o w  bookr 
found their  way in to  8000 private rchoolr. Thiv war rare,  and for  the most 
part tho dir tr ibution v r r  relatively f ree  of ruch happeninam. To &to, 
appraxiutely 3.4 million books, teacher guides and workbooks have been 
produced and dirtributed. 



The program for in-service training of basic education taacherr i n  textbook 
ure war designed by APRE. Technical assiotence was to be provided by the 
Univerrity of Now Hexico (UNII). 'Ehe National Plan of School Textbooks 
(PLANALIBRE) and P r o ~ r r a  for the Praparation of In-Service Teacherr (PPHS) 
almo agreed t o  provido technical h p p o r t  fo r  the training of! teacher trainers. 

To ertabliah &uidelfnos for teacher t ra ining and policier for adminirtrativr 
and f iruncial  rupport of the pro8r.a an interagency team was urtablfrhed. The 
team war conrtituted'of tvo APRE reprsasntativer , a coordinator and a s r i s  tant , 
one reprsrantative from Baric Education (HOE) and one repreeentative from - Educational Technology. 

Candidater for teacher trainer poritiono had to  show swidence of competency in  
the ure of textbooks. They also had t o  possers aood communication rk i l l a  as 
wall a r  teaching aptitude. Other rsquirementr were maturity, leaderrhip 
qua l i t i es ,  ab i l i ty  to work with teachers, and some curriculum expertire. They 
were a l r o  required to coaplete the California Perronality Teat, a knowledge 
and aptitude tes t ;  v r i t e  an array on a pra-assigned educational topic; 
part icipata i n  a micro teachbng exerciro; and under80 a perronal interview. 
Of the 80 cmdidatea who presented t he i r  credentialr;  64 made tha f i r a t  cut  
and 48 were f inal ly  relected. To data, 32 of the original 48 rrmain. 

The training protram for teacher t ra iners  was rigorour. A to ta l  of 320 hourr 
of instruction war given, which is approximately the equivalent of 2 1  graduate 
c red i t r ,  only 9 rhort of a mastergs degree. The training program included 
t r ip8  to  Honduras, C d 0 d i 8 ,  the Dominican Republic, and New Hexico. A l l  
wmbera of the group u d e  a t  l a a r t  ona such t r ip .  - 

(3) Xtrininrof- 

Va maat note a t  the outmet of thla sect ion that  one of the limitations of th i r  
o r ran t ia l ly  and-of-project evaluation vaa the lack of opportunity to  obrrrve 
training aeaaiona i n  action. Pirathand knovled~e of their  opar.atioru1 
procedures and obrervation of the trainara '  delivery would have been helpful. 
Oru of the toam mederr 'did v i a i t  one t ra ining sersion on Family Studier and 
r o w  obmervattona appear i n  Anne 9. Othanrise we rely heavily on the 
obsarvationa of tha taachera and-their  t rainera.  

Pour teacher trainerr ,  ma& representing a mpecialized area of the curriculum, 
u d e  up each tarchet training team with one rerving a8 coordinator. The teams 
p p l a ~ e d  the training program, designed the content, implemented it and 
tadirected the training as needed, then provided evaluations and completed 
progrerm reports. - 



I n i t i a l l y  eight teacher t r a in ing  toans were assigned t o  the various eub- 
rogionr, covering tho ontiro4country.  Later on tho teacher t r a i n s r r  voro 
rodiotributad to  form s i x  teamr inatead of elght.  

Tho training of tho teacherr themrelver did not s t a r t  u n t i l  1986. The 
training t e m r  worked through tho regional, nuclei and echo01 directors t o  
arrmgo for  t raining r i t e r  i n  rchoola as  well a r  t o  iden t i fy  in-rentice 
toachorr. Some toacherr wero 8ivon permission t o  at tend t r a in ing  rorsionr 
whilo otharr reminod i n  schoolm with tho student., which i r  on0 of tho 
roasonr tha t  mom toacherr r t i l l  have not rbcefved t ra in ing .  

Working rchedulor fo r  oacl) t a u  were made up by tho APRE coordinator several 
wooka i n  advanco. Tho durat ion of tho training resrionm var  urually from 2 to  
4 day*; howavor, s i x  toacherm (8.29) reported t h a t  they had rocolved 5 &yr of 
training and afivo teachers (6'.7)) indicated they had racoivrd 15 dayr of . 
training, which was unurual. Apparently each team ortabl irhod tho duration of 
tho t rainin8 rorsion v i t h  tho toachorr. Host toachorr who had received 
training indicatod t h a t  t h e i r  morsionr lasted f o r  4 hourr par day. 

Teacher groupr varied i n  r i z o  from 35 t o  SO and even up t o  60, with an average 
r izo of 35 t o  40. On0 o r  tvo t ra iners  were assigned t o  the avenge-rized 
groupr; groupr of S0,or moro war@ amigned mors t r a ine r s .  Largo groups, 
howovor, provided l o r r  demirablo learning conditionr f o r  ouch different  
tochniqws f o r  textbook uro. - 
Vhilo by and largo, tha t r a i n i t 4  wont rmoothly, romo iap lownta t ion  problems 
voro notad. There voro frrquent  delayr duo t o  p o l i t i c a l  mtrifo. 
Trmaportation of t r a inor r  to  training r i t o r  war a problem u n t i l  APRtoa 
vohiclor arrived. For a while public transportation was uaod o r  carr  were 

, ranted to 80t thom t o  t r a in ing  riter. 

. Par diem paywonts woro ofton lu te .  A I D  delayr affected both vohiclo dellvouy 
and funding, vhich intorruptod trainin8 for a rhort  period of tin. 

Toacherr who had complated tho trainin8 ression reportod lec ture  am the moat 
froquontly urod mothodolow .lent with r o w  group t ra in ing .  About , t h i r d  
thought tha t  althoufi work in^ I n  aroups was be t t e r  than locturo,  it war a t i l l  
not sat isfactory i n  t each ia t  trxtbook uro. f i r t h o r ,  teachorr attonding 
training rorsionr indicrrtod that outddo of few por tor r  no audio/v i ru l  
prormtationa voro included, which might havo rupportod and a r r i r tod  tho 
trainorem prerentationr and ma& thom .ore interest ing.  

I t  $8 d i t f  i c u l t  'to teach teachqgr a tochniquo by simply talking. It i m  bet tor  
t o  obrorvo good toacher i n  a clarrroom a t  work v i t h  chi ldren.  It would bo 
ovon bet tor  i f  tho toachor could loam t o  uro tho book by uring it with 
children, but t h i r  was noe tho cane. b s r  than S t  intorvfewed reported a 
t raining experience using t e x t s  with children. The t r a in ing  program did, 
howovor, provido raw opportunity for practice i n  using textbooks with 
colleagues. Virtually a l l  teachers who had received t r a in ing  h p o r t e d  th i s  



type of training. Teachers f e l t  that  practicing with their  colleagues war not 
am good a r  practi'cing with rtudontr but waa bet ter  than nothing. 

We heard some teacher misconception that  the training program was planned to 
t ra in  teacherr by grade level ,  making them foe1 that  special t ra in ing i r  
needed for  teaching a t  each grade level ,  Pi teacherr had been trained by 
cycler - -  which might have offered a more global approach t o  tho teaching of 
textbook turo - -  o r  wen  with teacherr from mixed grader, t h i r  confurion might 
not have a r i r m .  Naarly a third of tha teacherr comentod tha t  the t raining 
program had'no rea l  focur. It nhould have had a clear  focur , ruch am 
doveloping m appropriate methodology i n  keeping with the progresrive 
rtructura of tho terttr ,  or reshaping t h ~  teacherpr  role through w e  of 

I 

toxtbooko, or  doveloping a more offoctivo r trategy ruch as  group taaching, 
which i r  offoctiva Ln meeting tho neodr of  student8 with a a d s  r a r ~ e  of 
ab l l i t i a r .  (8.a Annex 8) . - 

(c) -80 - R w i v e n e s s  t o  TI&- 

Mort toachrrr f a l t  tha t  the t rainerr  spent too much time on tho philorophy cuf 
tho textbook. and on analysis of the textbooks* structure. Insuff icient  - attontion war given t o  viyv of ra t i r fy ing curr icular  reguisi ter  while a l ro  
working with toxtbookr, pupil evaluation and methodology. Some teacbera noted 
that  tho topicr diecussed were not in terea t in8  and that therefore attendance 
war o r ra t i c .  

Taacharr r t i l l  have some reriour concernr about uring textbooks. Can thoy 
bogin to  w o  them if  thoy have not rocoivad training for  tho par t icular  grade 
arrlgned? If thoy are  asrigned another grade next year, must they ba trained 
again for  tR.t grad.? Can thoy b o ~ i n  t o  use textbooks when a l l  tha childron 
have not racaivod a complete rot? Muat teachssr make two larron planr daily, 
om t o  r a t i r f y  curriculua requiromentr and the o t h e ~  for  textbook -07 Hay 
taacharr w a r t  t o  use toxtbooka i f  they havoq'c received guider? 

Such concernr couId have rervod a r  the bas i s  for  a training program, But thrre 
war no prior  rarearch d e r i p ,  pro or  port test, or  needs assessment rtudy t o  
&tormino uhat toachers needed, nor wero they asked to  part icipate i n  tho 
planning e t  thn proarm. 

h a y  nucXei end rchool directord f o l t  t ha t  even a f t e r  t a k i n ~  tho c la r re r ,  
h c h e r s  w d d  nard moro training. About a th i rd  thought tha t  moro time war 
two&& for: training. 

- Am t o  t id ry  of 8uch training, 208 mu~i~gertod t ra in iw fo r  ttcacharr in  groator 
depth durin6 rchool vacation. Another 20Q of teacherr f a l t  t h a t  t ra in ing 
rhould be given during rchool vacation o r  a t  tho brainning of tho rchool year. 
Mort m c l o i  and rchool diroctorr interviewed f e l t  that  t raining a t  tho end of -.- 
tho rchosl yarr  war inappropriate. Some indicated they didn't  mend teachorr, 
or ovan rurpandod tho training colplotoly near tho end of the school year 
because rtudentr had already missed too much rchool: 

Derpito the i r  c r i t ic i rmr ,  s o r t  teachers rated the t rainers '  performance as - 
good t o  very good (about evenly divided). Isrs than 20t  of the t rainees rated 



t rainer  performance u s  l e s s  than good. I t  must be noted, however, that since - t h i s  war tho f i r r t  t ra in ing  program of i t r  kind, teachers i n  attendance had 
nothing with which to  compare ehe. training. 

Procrdurea for  assassinb teacher performance kindle in te res t  i n  what fa being 
taught. I f  teacherr a re  not challenged, they may not be as  interestad as  they 
should be. Their lack of in te r r s t  could a f f e c t  many children. It could 
likewise slow tho process of learning t o  we textbookr well. 

Interviews with eleven teacher t rainerr  indic#ted t h a t  they did not w e  
evaluative masur6s of progress i n  the i r  t r a i n i n 8  reasioru. According t o  
convorsationr with teacherr,  a t  no time were they required t o  deaanrtrate 
the i r  a b i l i t y  i n  w i n g  textbooks. Soae ruggerted t h a t  such evaluation by tho 
inotruction team would have been useful. M R E  fel t  that rinco t h i r  war tho 
f i r s t  t raining p r o e r u  of i t r  kind given Ln E l  Salvador, evaluation of teacher 
performance might be sensitive. However, s ince  there was no providion i n  the 
design fo r  systematic v i s i t s  by t rainerr  t o  classrooms t o  assess teachor 
performance i n  the use of textbooks, there was no way of judging the 
effectiveness of the t ra in ing  hessions o r  even of making needed adjustments. 
In  the absence of evalustivb evidence the groupr continued t o  be trainsd 1-n 
the original format a t  the projected rhythm of 120 per t a m  per week without 
any specif ic  d i rec t ional  changer or adjustments. 

The teacher t r a in in8  program charted a course, rtayed on it and achieved its 
numerical ta rget  i n  terms of trainin8 the prajected number of teachers, and 
beyond. ?brther, t h i r  war accomplished with a c e r t a i n  degree of 
profersionaliam. Yet the pro8ram did not rubatant ia l ly  a s r i s t  teachers with 
thoir baric  concernr, nor give them the r k i l l r  and confidence t o  plan and 
implement m educat1on.l p r o g r u  using textbooks. Furthormoro, it made no - 
provision for  follow-up training. Arguably, its resources might have been 
bet ter  inverted i n  reaching fewer more thoroughly than sprinkling u n y  with a 
l i t t l e  training. 

Tho design seemed t o  lack aufficiont p o a l a ~ o ~ i c a l  input. The linkages between 
APRE, ~ A L I B I U  and PPW were not a s  closo a s  they should have been i n  the 
c r i t i c a l  ear ly  planning stager.  They becuao r t ronger ,  however, and provided 
valuable asr is tance a r  tho projoct developed. 

Pol i t tca l  s t r i f e  and time constraints a f fec ted  program planning and 
formulation; there war a understandable reluctance t o  take on .ore than could 
bo mmagod. 

Field input war sli8ht.d. The derign did not provide for  a teacher needs 
assessment; nor otherwise did the design provide f o r  the collection of 
information, including teacher perceptions, i n t e r e s t s  and concerns, which 
would have been valuable i n  effective planning and follow-up of the project.  - 



Neither did the design include b u i l t - i n  procedursm for continuour evaluation 
of offectiveness for the purpore of raking needed adjustmontr. 

Training re l ied  excessively on lectures.  The design did not provide for 
observational or  pract ical  a c t i v i t i e r  for  teachers in  the use of textbooh. 
Training i n  the uae of textbooks must go beyond six or eight  hours of 
dircusrion i n  a classroom. Teacherr must use textbook u r e . i n  action. They 
murt learn  tho a r t  by pract icing with rtudentr. Purther,tho derign fai led to 
provide for  tho development of i n r t r u c t i o n ~ l  u t e r i a l r  t o  rupport d i r c u r i o t u  
on tho uro of textbooks by helping c la r i fy  and simplify textbook'uro 
technfquer. Nor did tho derign provide any rignificant aud io /v i ru l  
preaentationa ruch a r  a video o r  r l i d e  presentation fo r  toachar observation of 
textbook use techniquer. APIIP: r a i d  tha t  there war no accesa t o  production - oquipment for  tho development of ruch productions; there rhould have been. 

. - - 
Complementary training v i t a l  t o  future continuance of textbook ura war 
omitted. Tho project &rign d id  not provib. t ra in in t  f o r  prr-rent ico 
teacherr. Thir could have been accomplished by providlng in-dopth training 
f o r  professor. of pedagogy and have them impart much technical t raining to  
pre-service teacherr. Nor did the derign provide t raining fo r  nuclei and 
rchool directorr .  Their sense of being l e f t  out of the in-servico training . 
prograq probably accountr fo r  soae lack of enthusiasm on the i r  pa r t  for  use of 
textbooks by teachers. 

Teachor t ra iners  f e l t  tha t  trachorr i n  attendance rhowed keen in to re r t  i n  the 
t raining.  They raid tha t  teachers carried away a l o t  of important information 
from the t raining rerr ionr  about reading readinerr, lesson plans, ovalu t ion  
of pupil progrerr , group toachlng and other wthodologies . - 
One measure of tho succosr of ruch training would be the  use of the boob  in 
tho classroom. Bettor ye t  would bo the use of boob with ovidonco of row 
warured  coapetoncy g a i b d  from tho training received. Evaluation t e u  
members saw roue oxcol lmt  teaching v i t h  textbooks taking placo. There were 
a l r o  carer  whom tho toxtbooka worm n r o l y  subrtituting f o r  tha work of tho 
toachor, a8 students j u r t  copied tho content of the book in to  t h e i r  note 
bookr . (See aimox 8) 

O f  tho s u p l o  intorvieGd, 808 of toachera said they were u t i l i z i n g  the 
taxtbookr. On tho quertion of bot tor  porfomanco by trachorr i n  us0 of 
toxtbookr, nearly 408 of tho directors  indicated they noticed be t t e r  
c k u n i c a t i o n  between toachor and rtudentr. About 1 i n  6 school directors 
notod 8 now i n t e r k t  i n  learnin8 by ~ t u d e n t s .  About 408 ra id  tha t  classes 
wore more activo rinco textbooka wore bein8 used. 

Two rimple checks of textbook w e  were made by the evaluation team. One 
conrirt,ed of checking whether textbook pages had been turned o r  the books 
roi led.  Horo than 808 0.f ruch checks indicated bsage. A f i n a l  check was to 



see i f  a student had been saoigned a book by looking for  a student'r signature 
on 4 card on tho bottom cover of the book. Thir card wa8 a gimnick ured by 
APRE to determine how many atudents would use the book i n  a three year 
projected l i f e  period. Nearly half of such checks found student names. The 
remainder had no names, indicating likelihood tha t  the books were not being 
urod. 

Aim, t o  measure roading abi l t ty ,  tho ova lu t ion  team interviewerr developed a 
rimplo quick roadiarg t o r t  and randomly adminirtored it t o  33 r tudentr ,a t  a11 
grade lovolr. Tho wordr were arranged i n  r o w  of ton, ranging from easy t o  
more complex. A ra t ing  rcale war drvired and a rtudsnt mirring one word i n  
ton would bo c l aa r i f i od  an independent reader, two a i r r e s  indicated a reader 
a t  tho lovol of inr t ruct ion  and three mioror a reader a t  tho frustrat ion 
lovol. Over h a l f  rated a8 independent roadorr, about a quartor a t  lovol of 
instruction and fowor than 1 in  3 a t  f m t r a t i o n  lovol. (See reading t ea t  a t  
Annex 9) 

So- problrmr a r e  impeding tho use of textbookr. Teachirr fear that  i f  
rtudentr l o u  o r  dertroy a book the teacher w i l l  be hold l iable.  Teachers 
lust bo rollovod of  ruch concernr and freoly ure tho books a r  intended. Also, 
there i r  imbalance botwoon onrollmmtr and boob  a l l o t t ed  arch rchool. 
F'urthor, an excorr of mandated rubjectr has crowded the toacher'r daily and 
vookly work planr.  They aro torn botvoon program and nrod guidance a r  t o  
p r i o r i t i r r .  

In view of the  l ack-of  rupervirion i n  tho rchoolr and inadequate control o f -  
tho clarrroom teacher by the rchool director,  tho uro of toxtbooka might so t  
worro boforo it aetr be t to r ._  Wonethelorr, teachorr havo profited i n  some way 
from tho t r a in ing  and would l ike t o  havo mro ,  in greater depth. 

Tho tarchar t r a in ing  program u& no provirion f o r  follow-up, and perhrpr hare 
l i r a  i t r  area toat  veaknarr. Ono torchor interviewed described it well when 
rho ra id  .n\.y l o f t  ur up tn tho a i r  with traininfi.. w#ow, thoy loavo us t o  
solve our ovn problomr . . Thir is tho cam, pure and rimplo. Toachorr hava no . 

on0 t o  turn to. Unlorr rupervirory ronricar are  rortored and tho tochnicrl 
capacity of nucle i  and rchoal diroctorr rained, an offoctivo toxtbook program 
i8 unlikely t o  survivo. 

. - 
Uhon toachorr were asked who would help tho. v i t h  follov-up, about 8 quarter 
namd tho rchool diroctor.  About a f i f t h  wntioned tho teacher trainorr and 
nearly a t h i rd  thought a rpocial ir t  in  taxtbook use would be most helpful. 
Only i n  oxcoptional carer war the nuclei director mentioned. Many nuclei and 
rchool d i roctorr  vould l ike  to  rairo tho lovol of congidenca among teachorr in  
tho d i r rc torr '  a b i l i t y  to  render technical arr ir tance.  They would l ike  to  



have the i r  own training program on textbook use, claiming that it la  
uncomfortable fo r  a school administrator t o  take classea with teachers. . . 

Hany teacherr a re  w i n g  the textbooks, and, encouraged by the i r  teachers, 
r tudentr  are uring them out of rchool a s  well aa i n  rchool. The books are . 
deter lora t in8  from conrtant ure and w i l l  need t o  be replaced moon. The - 
prospects fo r  prompt replacement need t o  be determined before the beginning of 
the new school year. 

- .  
Where the bookr were assigned t o  atudenta f o r  home a r  well a8 rchool u r e ,  some 
rtudentr had improviaed book coverr, but many had nbt.  The books would have a 
longer l i f e  i f  they were covered. Teacherr n u t  be'mbtivated t o  promote the 
preservation'of theae books, although not a t  the expense of not having them 
ured. Teacherr murt be reassured t h a t  they a re  not perronally l i ab le  for  book 
losses.  A t  the same time cooperation by both teachers and rtudenta is needed 
t o  ge t  the most out of the books for  the longert period of time. 

I n  closing, the evaluation team expect8 tha t  the textbooks w i l l  be used and in  
time v i l l  be ured be t t e r .  The basic education ryrtem w i l l  improve because 
there is an abundance of educational expert i re  t o  move the ryrtem forward i n  
quest of  t h i s  goal. The team vltnerred vibrant,  y o t q  ai;d intel l igent  
r tudentr  reading textbookr a t  variour grade level r .  P t  4s theae rtudenta who 
v i l l  push the teacheta t o  operato a t  a hi&or qual i ty level  and it might be 
j u r t  what l a  needed t o  bring about marximum benefi ts  t o  children via the use of 
t h i s  excellent s e t  of modern textbooks. 

1. The training 8iven teacherr war of inauff ic i rn t  duration and depth t o  
provide the competency bare t o  ef fec t ive ly  use textbookr. Noat teachers 
need additional in-depth training t o  help them become more effective users 
of textbookr . - 

2. Tho offectivenesr of teacher t raining war constrained-by l a q e  claas s ize  
and lack of audio-visual aida, prac t ica l  deaanstrationr and .hands onm 
experience .- 

.- 0 

3. Hotivation of teacher in teres t  and dedication t o  learning the complex a k i l l  
of textbook use was constrained by lack of courre content tha t  related 
clorely t o  teachers' needs. 

4. Overall effectivenesr of training war l imited by fa i lu re  t o  gather 
inforaation on the in te re r t r ,  perceptions and needs of teachers. 



1. Effective use of textbooks har been constrained by the inadequacy of 
supervioory, services.  

2. Effective w e  of textboob har been constrained by nuclei and school 
directors '  i nab i l i ty  t o  provida teacher guidance and counsel because of 

- l a c k  of knowledge and underatanding of textbook use. 

3. Textbook w e  has been conrtrainedby teacher heoitation t o  accept and build 
a new role  fo r  themsolver re la t ive  t o  t h e i r  students. 

4.~Effective,tewtbook use h a  been constrained by teactier uncertainly 
concernin8 the p r lo r i ty  and u t i l i t y  of textbook ure i n  re la t ion  t o  the many 
other program being introduced i n  bas ic  aducation. 

5. Teacher concern fo r  1i.bility f o r  l o s t  o r  destroyed textbooks tends t o  
l i m i t  textbook usa. - 

6. The intensive t raining received by teacher t r a ine r s  qualifieo,them t o  
render continued training and supervirion of teachers i n  textbook use. 

1. t b o o k  and T e a a e r  C W  

1. That the HOE textbook production r t a f f  explore the poss ib i l i ty  of 
developing texts  which f a c i l i t a t e  revision a t .  minimal cost.  

2. That the HOE conduct an evaluation of 'textbooks before revision taker place 
. t o  incorpohte feedback from teachers and rchool directors.  

3. That the HOE reek feedback from the na t ion8r  teachers concerning teaching 
s t r a t eg ie r  fo r  use i n  teacher guider. Sow aechanirm should be devised t o  
insure 8 steady f lov  of ruch suggestionr. 

2. zulllw - 
1. 'That the HOE include textbook use t ra ln ing  f o r  a11 pro-rervice education 

teacherr. 

2. Iha t  the Hoe require that a11 profesaorr of p e d a 8 0 ~  i n  i re-service  
education ins t i tu t ions  have a high level  of expertise i n  use of textbook;. 

3. That the U0E provide training to  nuclei and school directors  in the use of 
textbooks. 



4.  That the HOE consider establinhinC on in-service program during school 
vacations for mra  profound and timely training, with oome kind or 
recognition for professional growth act iv i t ies  by teachers. 

5. That the HOE consider video o r  l ive  television programs presenting step by 
step sequence of textbook use. 

3.  

1. That the HOE redesign the dis t r ibut ion system for textbooks and 
,hutructional  materials t o  provide more eff ic ient  senrice. 

2. That tha HOE obtain more preciee enrollment'data so that  textbook demand 
and rupply are  i n  balarrce. 

3. That each rchool provide for  storage of textbooks when school is not in  
session. 

4. That the HOE provide assistance to  teachers of grades 1-6 i n  understanding 
a new role of guiding students t o  many souices of knowledgo and discovering - vays of applying it. 

5. That the Salvadoran basic aducation system provide close and contfnuous 
suparvision i n  the use of textbooks unt i l  it becomes fu l ly  accepted by 
teacherr. 

6. That the HOE c o ~ u n i c a t a  c lear ly  to  teachers that  textbooks wera provided 
for  usa and that  tha more vear of books the ~ r e a t e r  the use and benefit 
racaivad by basic education students. 

7. That the UOE assign the present group of trainers t o  tha sub-regionr as 
integral eleaents of tha sub-regional offices i n  the role of teacher - textbook use specia l is t ,  t o  provide technical assistanca t; teachers and 
their  rupervisors and promote the effective use of textbooks. 

1. That the HOE ancourap teachers to  do action research i n  the classroom 
without tha ura of complicatad research tachniques. Technological 
ins t i t u t a r  ,'raaional of f icar .  and facult ies ob aducation, par t icularly their 
graduato should ba r imilarly ancouragod to  do research i n  the use of 
textbook8 . 

2. That.$ha UOE seek ways (such as  a newsletter) to record and disseminate 
t h i s  rasearch to  other teachers. 

3 .  That the HOE consider how such a body of research re la t ive  to  textbook w e  
could be otherwise disseminated and made available for  easy access by the 
ant i re  aducational comunity. 



4. That USAID, USIA,  IBRD, UNESCO and other international agencisa invest n 
small amount of funding in  offering rewards,-prizes or  special recognition 
for tha best research peperr. 

1. That tho HOE esteblish a national policy on the use of taxtbooka by 
s tudentr , - 

2 .  That tho HOE not hold tmchers with lruch meager sa lar ier  l iable for 
toxtbook losres. 

3.  That tho HOE plan.for toxtbook replacement ba mida a s  soon as posribla. - 
4. That the HOE provide arrurance t o  teachers tha t  texts  w i l l  be provided for 

a l l  rtudentr i n  tho now school year. 

5 .  That the HOE prepare for the task of continuous revision of 
textbooks. - 

6. ,That the MOE include the costa of such revision and replacement in  the 
ongoing budget of the UOE. 

7.  That the HOE develop as soon as possible a comprehensive system to measure 
the readin8 development progress of students a t  every level. 

8. That the HOE establish a curriculum development department which should 
adjust dircropancies botwem the new textbooks .and national curriculum 
expectancier and continuously revire curricula and rationalize the basic 
education programs to  fac i l i t a te  management by teachers. 

9. Iha t  the M E  conrider ortabll&ment of a curriculum center the? modern 
s e t s  of textbookr and other instructional materials from many parts of the 
world a re  gathered and dirplayod. 

10. Iha t  the HOE cok idor  identifyin8 a re r ie r  of r t ra te8ical ly  located 
rchoolr t o  be urod for observation and pract ica l  application by teachers 
i n  the ure of toxtr  with children. 

11. Now t h i t  the HOE has a modern so t  of textbookr , i n s t r u c t i o ~ l  materials, 
and t a l en t  to prbduce rupplewntal roadin8 materiala, that it consider 
experiwntfng with oarly vchool loavorr. Wpen door rchools* or 'catch up 
rchoolro could offer  progrus i n  l a to  aftornoon and early ovening. This 
recond chance might a s s i s t  such atudonts t o  preserve what they have 
learned, and move further tovard functional l i t e racy .  

# ,  

12.  That, aince teachera have examined and used the texts ,  they be encouraged 
by the HOE t o  writ. short r toriea,  poems or  even texts .  



For project administration A I D  and the GOES agreod on the entablirhmant of a 
separate COES management uni t  eventually named "APRE." Arguing for a 
completely reparata unit were two principal factorr.  Prevailing COES ralary 
lavela ware not rufficient  t o  keep minirtry s t a f f  from working a t  lothar jobr 

, t o  rupplamnt their  meager sa lar ias .  Higher sa l s r ia r  for  the raparata wit- 
would likaly mtivata  a hi8her level  of performance from proferrioruls 
racondad from the MOE and other GOES rgencier. Alro, apart from ruch COES 
p r o f a r r i o ~ l r ,  the higher r r l a r i a s  would re t rac t  from the prtvata rector a 
hPfiar lave1 of experience and axpertire than would be available a t  prevailing 
we3 ralary l evah .  A recond a r g w n t  for a separata management wit war that 
operatin8 vith grant firuncins from abroad, it could administer the projact 
v i th  romewhrt greater freedom from b0BS~bureaucratic budgeting and accounting 
raquiramantr and procedurrr than could tha HOE. 

Tha project design represented a cornpronine, assigning the special management 
unit  a rather vaguely defined "coordinatinga role rather than making i t  ful ly 
rarponsible for a11 arpectr of project implementation. Substantial project 
implementation functionr were l e f t  for the Ministry of Education. I n  
practice, hovevar, undar pressure for axpedited project axecution, 
particularly ovar the f ina l  two years a f t e r  a diraatrour f i r r t  two yearm, most 
functionr gravitated to APRE from tha HOE and, for  construction mort- major 
functionr ~ r a v i t a t e d  to the UNl4 from APUE. 

Tha concept of fas ter  implementation parformanca l o s t  some validity i n  
practica. APRE i t s e l f  had t o  be bu i l t  largaly from rcratch, and had major 
groving painn of it# own which vere datailad i n  the interim avalut ion.  APRE 
van abla to improve its performance rubr tmt ia l ly  ovar the f inal  two yaarr,  
but r t i l l  war often Erurtratad &n its dealing with other Uinirtriar,  
particularly the UOE, by rarantmnt of higher ralary lavals and aenarally 
p r a f k e d  rtatur . 
Vhila tho ori8i tul  concept was that  APRE would continue i n  exirtenca t o  rarve 
other projactr, i n  fac t  any naw projact appaarr too di r tant  on the hotizan to  
provi& continuity for a majority of APPS r t a f f .  Althou&h the HOE has offered 
to absorb a l l  APRE i t r f f ,  it ream improbrbla tha t  u n y  v i l l  be rufficiantly 
motivated by the rubstantially lowar MOC ra lar iar .  Ihur, it appears quite 
l ikaly that . a r t  of tha axperience and axpartire gained by APRE 'over tha l a s t  
four yoarr w i l l  ba l o r t  t o  tha HOE. - 

.- 
Tho spacial uruaemerir uni t  (SUU), Adminirtrrtion do1 Proyacso do 
Roviulization dm1 S i r t e u  Educative (APRE) var originally created out of 
concern that a c t i v i t i r r  of the project ba implemented and resources allocated 
i n  a timely and effective manner. The creation s f  a separate unit  to  
adminirtar projact implementation is not naw t o  USAID/ES. Separate management 
units  have been es t ab l i  shed for  proj ec tr i n  water (ANDA) , population (SATU) , 
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public works (MI) and ogricultme (OCOPROZ), A l l  aenrrally appear to  rharo 
the ram chrrrc ter i r t ior ,  They a t e  i n i t i a l l y  aonceived r r  temporary with a 
minimal number of peroonnel who .re hired o r  contrrctsd out of their 
respective COB9 minirtrier. Salariea md banefitr are urually higher i n  order 
to a t t rac t  wall-qualified perronnel and t o  encourage them to devote l O O I  of 
their time t o  the job a t  hand. I t  i r  r l ro  anvirionad that these unith w i l l  
have easy accesr to  a l l  divirionr within t h r i r  reapeative minirtries and that  
coordin~tion and the flaw of in foru t ion  between the unitr and their 

- rarpectiw miniaterial divi rionr w i l l  be f a c i l t ~ a t e d .  - 
A8 o r i g l ~ l l y  planned in  the ProJect Paper, APRE war to enable the projeot to  
effectively achieve i t r  goalr and purposes through the-phased implementation 
p h u ,  bud8etr and unagemont of project inputr. Project adainirtration, 
however, war t o  be the r e r p o ~ i b i l i t y  i f  tho Hinirtry of tducation ()(OR) 
Department of Connruc tion and )(rintenurca. (DQO . Technical arr  i r  tmce would 
be provided by a USAID-contracted firm for  conrulfAng and training rsxvicer to  
the Dcn. Both APRC and USAID were to  hovo wer r igh t  rerponribility for  the 
contractor. Annex 16 imdicater the specific functionr of APXE ar  contained in 
the Proj ect  Paper. ' 

follow in^ approval of the Projecr Paper, LA G t ~ t  Agreement wp'r rigned which 
charptd the HOE through APRe with implementi.r~, an effective regioml 
ruporvision ryrtem in  order t o  maintain conotant rupervirion of the repair and 
uinterunce ac t iv i t i e r .  APRE would alro b v o  a proferriorul and rupport r t a f f  
includina technical rpecialimtr, such ar  onainserr, architecer and a 
controller and or  acccemtantr to  maintain adminirtrative and firuncial 
rocor&. The major objective of the u r u g e u n t  unit rtated in  tho project 
paper var t o  'enable (the Project) to  effectively achieve i t r  goalr and 
purporer8. Itr . rerponribilitier and functionr covered the entire rango of the 
inplementation proceur including tima-phared implementation plaru, budgets, 
and the management of project inputr i n  accordance vlth approved planr. 
Additionally, APRB war to  be rerponrible f o r  a l l  Project fundr and for 
monitor i n 8  and repor t ing proj ect  r'rc t i v i t  i am. - 

$ 

The Grant Agreement indicated that  ruprv i r ion  o f t h e  construction and 
r e s t o r ~ t i o n  work would ba performed by 8 qualif ied rupervirory anginoering 
1 .  Wontually, purrwnt to  implementation l a t t e r  O I L )  No. 31, A.1  .D. 
contracted with project funds tho Univerri ty of Hew Hexico to rupcrvioe a11 
construction and recanrtnrction ac t iv l t i a r  including exterior war'ka, Thus, 
the project rdminirttation and conrtnrction a\npervirion rervicer uhich were 
originally the rorpswibil i ty of the DCH, ware tranrferred t o  APRE and the U W  
respedivoly, and tho DCH'r rerponribility i n  the Grant Aprmont war chawed 
to  attending t o  repairs beyond the capacity of tho rchoola and t o  u m g e  the 
preventive maintenance corponont including updating an inventory ryrtem t o  be 
wed for  work rcheduling purposes. To carry out thole responsibilitier,  the 
Den would roceivo vehiclar and l txa l ly  procured tools and repair a r t e r i a l s  to  
carry out the ryrtem-wid. rchool preventiva u i n t e ~ n c e  program. 

Tho UM('r original role war adviror to  USAID/ES, HOE and APRE. UN)( war 
avarded the contract on a non-competitive bacir;  its original Chief of Party 
worked directly under the Director of OET and was physically located a t  the 
USAID/ES. The evolution of th; problematical contractual relationship betveen 
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UIPAID/RS and UNH I n  dioourrod W r  roparato aovoa. For purporor of 
con rid or in^ projoat u n a ~ o u n t  nore ~onrral ly ,  it noad only be noted horo that 
tho v#n oontraot boo- tho aomronient plrca to turn for ad.dittoru1 romricor, 
be they advirory or, ar in  tho aaro of aonrtrwtlon, o p e r a t t o ~ l .  The om 
onceptlon bolng procurenant rorvicor uhich USAID/ES aontractad from a U.8, 
procuromont rorvlcor a&~nay, RONCO, 

UNit'r involvrment in  projeat ~ l o n n t a t i o n  am dirt inat  from an advirory role 
rorultod from UbAIb/Etl oontimiry, eoncorn for *numberan nnd the roalizrtion on 
the part of lJSAID/lM and tho UI# that MlU did not have the nooorrary 
oxportirs or i n r t i t u t i o ~ l  eai l i ty  tiw!iy to f u l f i l l  the projeat objrctivor 
under Component 1. Thw, AT0 aontractod with UW for the project 
lmplomntation role undor C q o t v n t  1 wd WI4 bovn r o l i a i t i w  bid. and 
aontraatiq with local c o ~ t r w t i o n  aollganior. 

,#. . * > !,' 
8ivon tho .bow brief brrckgrolad rkotch, thir  p a p r  w i l l  aow exmino tho 
unagownt role of APlU witbin &a above content to  &tamin, what mnagomnt 
procodwar and rkdllr wore &wlopod and irplomntod duriry th. project 
lmplomntation poriod that could be inte~rated into the QO#S frurwork, 
orpoclally in  a follow-on project. Thir oxmirution of the urugorunt 
component 1. not intended 'to provide an in-depth look a t  a31 a r o u  arrociatsd 
vith management; that war accomplirhod during the mid-term evalutf,on urd tho 
rocoru~lbt io lu  of that evaluation are part of tho brrfr  for tho 8W of thir 
ovrlution. 

Thir evaluation lookad a t  110 b y  arerr within the urugemnt of the project, 
a l l  of which relate to tho purpose of thir ovalwtion. There are: 

Organization 
Supply 6 LogirticaP Suppart 
Plumin# 
Ihrugomant Information Syrtem 
Irplementa t ion 
Porronnol 
Coordination 
Iriforaution 
Supervi r ion 
Pirunce 

In addition, a t  Sactiona 1I.A and V I A  vo haw examined in  r o w  detail  tho 
rolo of tho Univorrity of Mew Moxfco in Project implawntation. 

APRE war originally conceived ar a urugomnt unit that war to  deal vith 
procedural and compliance requironntr necorrary to carry out technical 
rctivit iar.  A. war wntionod in tho intorim evalution, howover, once project 
implementation bo&inr, the amphasir often chanaor from how a management unit 
w i l l  proceed to  vhat i r  to  bo acco~plirhod, ud the project focur rurrowr to 
viow only the output8 am prerrurer mount to  dirburro funds lockod into a tight 



cine frame. Thur, APRE uhlch war orl&lnally conceived am a aanagament unit  
with aecarr to  rpacif ic  trchnical.ruppore, became tranrformed to  a t radi t ional  
internal  sdministrativa aupporz rolo, 

APRE ham become m alnoet ent i re ly  independent unit  from ths HOE and i r  
regarded enviously by different  divlriono within the HOE am an a i ahndm or 
a l i t t l a  minirtrya. Under the previouo government, APRE wcperiencad continued 
intarferance from rrnior  o f f i c i a l r  who o c c a a i o ~ l l y  ured the project t o  gain 
po l i t i c a l  advantag@. Add t o  t h i r  the langthy delay& A P U  axperiancad with 
USAID/ES with ragard t o  action plan approval, dalivary of computerr and tool 
k i t r ,  and one can appreciate tha d i f f i cu l t t a r  it axperfenced i n  tryin6 t o  
davelcp an affactiva management capability.  . 
APRE'r organization ham undorgonr'uny changer rince the inception of tho 
project ;  but Ltr rarl: mcent: or&anication chart (Annrn 15) dovalopad during. 
t h i r  evaluation i r  not unlika t ha t  prarented during the mid-term awaluation of 
1987, I t  comprirsr Tachnical and Adainirtrativa componentr with APRB Ragiorul 
Officer remaining inwigrated into the impleaantation focur of tho technical 
components, again with the excsption of Component 1, which although not 
indicatad, f a l l r  under .Obrar Civi lera.  

Thera i r  regular comunication among the different  urritr and division. within 
APRE with weekly a taf f  meetings taking p h c a  that  include the APRE Regional 
Officar. Improved communication batwean the unitr  has led to  rtrone;es 
coordination anan8 the functional unitr .  

Thara i r  not, howevar, l "Nanual & Funcionar* nor a Procedures Hanurl. 
Instead of  tha l a t t e r ,  APRE uaes the differant  Project Implementation Letters 
(PI t r )  trrued under the Grant Agreement. APRE s t a f f  are knowledgeabla about 
P I h  a r  v a l l  am A I D  Handbook 11. 

In  l ina  with the reor$anization of APRE, i r  the re8ionalization tha t  has taken 
placa with tha astebiiahment of HOE Regional Officer in  San Miyal ,  Santa Ano 
and Santa Trcla. Tha regional off icar  comprira a u i n  building, a warehouse 
and a mu1td.-purpore uni t  tha t  may be ured for  training rerrionr.  Thrbra 
off icer  have allowed greater f a c i l i t y  of accesr t o  raaourcer for tha rura l  
rchool principalr,  and rchool of f  i c i a l r  and co run i t y  mabir r  who look t o  them 
a s  the rourca of material and h u u n  rrrourca arrirtance. 

Therm i o  in8ufficient coaaunication brtveen APRE and the different un i t r  of 
the HOE. Thir ir  underatandabla ~ I v e n  tha privileged status of ARIU personnel 
arrnina higher ra la r i a r  than the i r  NOE countarparts, h a v i a  rufffciant  
quant i t la r  o f  m t a r i a l r  and aquipwnt - -  includinl vahiclor and fuel  - -  t o  
carry eut t h e i r  work and one can appraciata how anwy t u n a  into rarantment and 
comunication teared t o  exis t .  

Project implementation was unnecesmarily hindered d& to  the nirlanda r t a tus  
of Am. Tha comunication breakdown affected a l l  cooponentr and tha delivary 
of services, including training, maintenance and distribution of materialr.  



a .  Creation of the rpeclal manegoment unit t o  asrums responoibllity for 
project implementetion created raeantmenr on the part of the corresponding 
ministry reoulting i n  breakdown of communication, lack of coordtnation and 
conflict betwoen the extating Ministry unite and the "opncial* ona. 

b. The aboence of a personnel management oyotem and the lack of personnel 
records including job descriptions and procedures har hamperod project 
adainistration. 

a. '&mre fearible, USAfD/ES rhould consider vaya to a s s i r t  already exirting 
.urugimrnt unitr  for  implementation and oversight purpores rather than 
establish additional ones. 

b ,  USAID/ES should aor i s t  the HOE in  e~ t ab l i sh ing  personnel systems. 

With the ass is tmce provided by the UNEI, the project was able t o  meet a l l  of 
the quantifiablo objectlvor. The procurement a8ency contractor, RONCO 
assisted the various componentu through the purchase and storage of 
comoditier. On occaalon RONCO war assi8ned responribility for  distribution 

- of comodities v l th  authorization of USAID and apprwal by APRE. RONCO did 
not provide technical ar r i r tance  and in-rervice training to  APRE i n  thd area 
of procurement a l t h o u a  t h i r  was a recommendation in  the interim evaluation. 

Accordirr6 t o  USAXD/ES 67 vehicles were made available under the Project. Ro 

I 
of thsro cl~sire reported atolon and 8 thi rd  was burnod. Xnrurmce paymentr have 
been received f e r  two of tho three vehiclor and tho th i rd  c l ~ f s ' i r  being . procersed. A t  prerent vehiclor are asrigned 80- bollovr: 

46 - APUE 
19 - UNK 

2 - USAID Contract Personnel .- 

The contract personnel 8ro ava i t i ly  tho necessary approve1 and documentation 
to  turn v,he tvo vehicler over to  the HOE. UNH has already delivered 10 
vehicles t o  the HOE. APRE has a Transportation Department which controls the 
a s s i 8 ~ e n t  of vehiclor, fue l ,  milea8e, maintenance and t r ip r .  Fuel i r  
purchased locally uring wcouponr~. The person i n  charge of tranrport 



maintains a moticuloua account of a l l  vehicle service8 provided. Tho vehicles 
a re  checked regularly b;r a contracted garago. In  general, the Tranrportrt ion 
Department i s  reputed to run mr t igh t  sh ip  with regard t o  vehicle use and 
provide sxcal lent  support t o  APBE a s  wel l  ae t o  the HOE. 

This l a t t e r  point ,  however', war diaputed by the DCH which indicated tha t  
a1 though requee tr for vohicle a a r i s  t a w s  were mads on repeated occar iona , i t 

, war only i n  a few inetancar thaic APRE co~mplied with the requeetr. X t  rhould 
-a l so  be noted tha t  during thin walue';io~n the taamr used APRe vehtc l r r  fo r  
thoiz t r i p r  t o  rome 125 ru ra l  cctmunities over s four-week period. I n  not one 
inrtance waa there recorded by the chauffeur, information r e l a t ive  t o  tho 
placer v i r i t e d  o r  distances coverod, nor war a requset made by the chauffwr  
f o r  a tsm momber'r authorized r ignature following da i ly  use of the vehiclle. 

Inventoriea of supplies and equipment a r e  ta intained by each project  
component; however APRE does not maintain a mastar l is t  of 811 inventory. 

Tho ostensible  reason for changina wawehouseo from the  UOE t o  those of the 
procurement rpec ia l in t  war insuf f ic ien t  rpace a t  the UOE; however the decision 
t o  change war made when it war learned t h a t  HOE perronnel were receiving 
kickbacks an the warehoure leasor.  New UOE varehouser a re  i n  tho procerr of 
completion, 

Smaller i temr . for  APRE'r adainiotrat ive needs a r e  purchased by APW without 
involvement of the HOE. There i r  no purchasing manual; a11 purchaser a re  made ' 
accordin8 t o  GOES procedures. Ma"r commodity procurement, such a8 vehiclor 
war handled by the- purchasing contractor ,  R@CO, o r  fo r  IJNl4'r i n i t i a l  ure ,  by 
UNN :. 

Except f o r  rome dir t r1but io.m &ado by RONCO a t  rpec i f ic  requert of AID, a11 
d i r t r ibu t ion  of supplier and e q u f p a n t  t o  schoolr and other  Project a c t i v i t y  
r i t o r  waa car r ied  out fo r  a l l  componentr by APRE. Performance of the - d i r t r ibu t ion  ryrtem, par t icu lar ly  ar t o  accountabili ty,  i r  dircurred i n - d o t a i l  
a t  Section 111 rupra. 

Tho HOE ir  ru f f i c i en t ly  competent t o  a s s m e  the respons ib i l i t ie r  formerly 
carr ied out by RONCO am there a re  wel l-qual i f ied personnel with urplo 
experience i n  the HOE. 



2.  Conciu.Lon. 
a .  Neither APRE nor HOE have'maintained adequate inventory of equipment and 

materials recetved under the project. 

b. Dietribution controls were lacking end procedures for  d is t r ibut ion  were not 
always followed f o r  dis tr ibut ion of school furni ture.  

a.  The HUE should onsuro tha t  the o t f rc t iv r  oupply and l o g i r t i c a l  ryoteps 
dovelopod by APRt be in r t a l l ed  where necessary i n  re la ted  uni ts  of the HOE. 

b. APW and W E  rhould alro'enrure that 8 camploto invontory of a l l  project 
matorialr and rupplior be conducted pr ior  t o  acceptance by the XOE. 

Thero is widespread agreement that the project design was improvised under 
heavy ti- prrrsarro, and tha t ,  combined with the f a i l u r e  of porforunca of the 
or ia i ru l  bare-lino rtudy contractor, 1od t u  tho projoct not being plannod 
according t o  roa l  naodr f o r  tho quantity of f inancial  rupport available. Ihr 
projoct var hurriodly derigned by USAID/ES with in ru f f i c i en t  involvrment of 
Salvador i n  an attompt t o  respond t o  needr of E l  Salvador's p o l i t i c a l  as  ve l l  
as  oducatioml ryrtrmr. A8 r resul t  of t h i r  hurriod p l a n i n g  and, nor0 
inportantly, tho improvirad implemontation which followed, the uajori ty of the 
rchoolr which brnofi t tod f r o i  tho projoct aro locatod i n  urban asoar and not .  
i n  a r o a r  %oy a re  alao concentrated i n  dopartmentr (Horazan and TA 
Baz) i n  E l  Salvador. 

T b r e  r t i l l  r o u i n s  f o r  tho HOE rea l  and ur8ent educational needs throughout 
tho country ovon though tho projoct has met its objoctivea i n  t e r m  of 
c l a ra roou  conrtructed o r  robuil t . 

- b* e 
e 

APRE h r r  r t i l l  not doveloped an A b i n i r t r a t i v e  Plan. Thir war rocomended i n  
tho interim ovaluation i n  1987. Since then, i n  spit. of additional r t a f f  

.- incorporated i n t o  APRE a r  v e l l  a s  changer i n  job functions, there ir r t i l l  no 
Plan. 

Tho intorim evci\luation a l so  rocowended tha t  a management plan be developed 
vhich conridorod tho requite.snts of the technical components. Thir 



comprehensive action plan for  the four technicrl componentr and a rpecific 
mmagount plan for  t ho - f i f t h  waa.to ha eompilod i n  a ringlo document and - 
vould show how the v a r i o u ~  components would Integrate imylementation 
act iv i t ior  within a given time frure,  The comprehensive action plan has not 
bran ful ly  implemented and the attempt to do 80 f a l l s  short of meeting tho 
need, 

Thoro havo boon occariorul dolaya i n  the reviov and approval of Action Planr 
by eho Corto do Cuontaa and USAID/ES,' - 
O r i g i ~ l l y ,  tho planr wars onvirioned a r  incorporatinu not only the idear and 
oacpy~aaod ncredr of tho ayrtom a r  r e o ~  by projoct porronnol, but  those of tho 
diroctorr of tho nuclear achoola, rchool principals and toachorr, Parentr 
Asrocirtiona, tho Diroctorato of Infrastructure a d  tducational Information 
(DIIC)  and tha Directorate of P r i u r y  Education aa voll.  l l m  ovaluation found 
bow miclear rchool diroctorr  and pg achool prineiprlr o r  toachorr who woro 
arlud t o  participate i n  planning act ivi t ior . '  

4. - 
APRE vould have had greator ruccprs i f  it had .or. contact with the various 
units  i n  tho HOE and i f  thoro had existed a batter  comunicatlon. Host 
importantly, chamor fo r  ruccorr vould havo been greater had thore been 
doaignod from tho i n i t i a l  rtagor, a follov-up ryrtem for tho ac t i v i t i e r  
under taken through tho pro j oc t , 

A# mentioned proviourly, vorking groups including USAID/ES, APRE, NOE and UNH 
wore ortablirhod bared on a rocomendation.in tho proviour ovaluation. Thoro 
very l lkoly could have playod an important role i n  tho planning procors had 
they boon continued. 

8. USAID/ES did not involvo variow lovolr of tho MOB a8 vo l l  aa tho targot 
population during tho plannin6 procorr. 

* b, A?RE haa fai lad t o  incorporato previous rocomenb.tiona concorning m 
Adminirtrativo tlm and a Conoral Action plan into it. unagomont ryrtom. 

Tho contract botwom USAfD/CS and Um apocifiod that tochnical arriatanco 
vould bo mrdo rvrilablo t o  dovolop, oatablirh, and u k o  operational, practical * 

computor-brrod applicationr for  oducation pro8r.m urngemant, control a d  
doctrion makina. Tho tochnical arrirtanco was t o  ineludo a l so  arr is tmco to 
APRL and tho D I I E  to  loam tho ak i l l r  for  mrximizing tho u t i l i z a t i on  of a l l  
8vaLlablo hardware and roftwaro, Tho interim ovaluation racoanended that- tho 
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HIS e f f o r t  be integrated with the exist ing information base of the HOE in  
order t o  ensure MIS survivul~following the PACD and c i t ed  the DIIE as the 
necessary linkage to  assure long term v i a b i l i t y  of the HIS. 

According t o  a f i n a l  report from the HIS technician, (Annex 16) work with the 
DIIE of the HOE began in February, 1987 although USAID/ES endorsement was not 
given unei l  the l a s t  quarter of 1988. The technician took the responsibility 
of 'making a contributiona himself by providing technical asristance without 
USAID approval. This clearly points t o  a lack of o v e r s l a t  and directlon on 
the pa r t  of the UW's chief of party,  although a s  mentioned elrewhere in  th i s  
report,  project  direction war dirpersed amon8 USAID, the senior ataff a t  the 
HOE and she UNX representative i n  Albuqueqque. S taf f  f e l t  both a lack of 
direct ion a s  well a s  m musn.1 degree of freedom i n  doing what they saw as  
necessary. Thia was particularly t rue  f o r  the HIS. . - 
APRE received training from UNM i n  the software, MS-DOS, OFFICE WRITER and 
WX'US 123; t ra in in8  was not given, although it is indicated as  h a v i q  been i n  
the above mentioned f ina l  report, i n  the software, Superproject Plus, and the 
STEP Modeling Syr tt.a. 

The t ra in ing  war carr ied out over a 45 days period during Hay and June, 1988. - 
A second course was givcn during Sept_ernber/October t o  the heads of the various 
sections who, i n  turned trained the i r  personnel. Xnstruction was two hours 
per &y. APRE rated tho quality of t ra in ing  a s  very good and indicated that  a 
UNH representative was present every day. UNM a l s o  assis ted APRE i n  computar- 
related problems erpecially i n  resolvin8 the  matter of d a c i u l a  i n  Component 
1. APRE would have liked longer t raining i n ,  UNIX, VZNTURA and IIULTIPUE3, 
which a re  more d i f f i c u l t  to  learn. 

The Department of I n f r ~ s t r u c t u r s  and Educational Information (DIIE) is ,the 
information processing unit of the HOE. It has u n i t s  concerned with 
documentation, inventory, s t a t i s t i c r ,  inf rar t ruc ture  and computers. It has 
two NCR and WUSG CPU'S and might terminals. It processes data from 
prac t ica l ly  a l l  the uni tr  i n  the HOE including Statistics, Huaan Resources and 
Finance. 

D I I E  receivad one day of talks on computer software a id  some trainin8 upon 
receipt  o f  tha NCR equipment i n  December, 1988. The training war i n  the 
ioftwara, INGRES, UWIX and .Cm Languaga. Training conristed of 1.5 hour 
sassions, twice weekly and the presentations were regarded a r  good. The 
rchedulin6 of t raining sessions was haphazard, however. There was no plan for  
the t r a i n i n s  nor a schedule tho D I I E  could follow. l2ie training was regarded 
by DIIE  a r  incomplete with insuff icient  follow up. 

The HOE'S Education Technology o i f i c e  has 1 computer. Its s taf f  received 
computer t ra in in8  v i th in  l 8eneral t ra in ing  program which involved members 
from a va r i e ty  of agencioa. Tho computer t ra in ing  lasted 42 days from February 
12 t o  Ju ly  15, but  there was no computer avai lable.  When the computer 
arr ived,  the 36 students attending were divided in to  nine 8roups of 4 persons 
each. Each person had about 30 minutes per week of computer time. For some 
students the t raining vrs compleaented by rtudy a t  UNI( i n  Albuquerque. The 
t raining was maid t o  be v e l l  delivered but there has not been any follow up. 

- 



The Education Technology off ice has requested more t raining from UNM, but has 
not roceivod r response t o  i t r  roquert. 

ODEPOR, the planning un i t ,  experienced diff icul ty in  ge t t ing  UNH t o  t r a in  that 
off ice in  the STEP. UNn eventually provided a technician whose purpoae was t o  
a s s i s t  ODEPOR in  developing a plan. The technician mpent four montho a t  
ODEWR but no plan has been developed. 

The UNn &velopod a rogioncl ryrtam i n  Santa AM and coordination v i th  tho 
u i n  rystem v i l l  e i the r  bo done by modem o r  v i l l  be tranrportod by diok. 

Presently thoro a re  three WOE perronnel being trained a t  UNK i n  eoaputor 
programming and maintenance. Upon the i r  return they w i l l  bo rorponsiblo for 
implemsntina a modal fo r  a ryrtem t o  be used within the HOE. 

UIM s ta f f  wore directed from USAID, senior management a t  tho UOt and their  
herd off ice i n  Albuquerquo. A 8  a resul t  of t h i s  confused leaderrhip, ataff 
occasional1y took it upon themrolvor t o  80 beyond the requireaentr of the 
contract and t o  provide assistance t o  those uni ts  o r  individuals they 
considered i n  nard. 

R\. UNn contractor 'r  arr is tance i n  HIS was not well plarined and was 
dolivorod t o  u n i t r  of the HOE, particularly tho D I I t ,  in  a haphazard and 
incoqloto  mnnor v i t h  insuff icient  f o l l w  up. 

USAID should roo t h a t  Action 
technical 8dvirory rervicor . Plans dofinr more precisely ths objectives of 

- 
UNH should reviow and reviro its policy of project managemont to  provide 
.or0 prociro objective def in i t ion  and clorer overright f o r  technical 
8d~i80lty porronnel. 

During tho f i r s t  two ye r r r  of projoct implemntrtlon thoro were innumerable 
&lay8 duo t o  a va.tri~ty of causer. S o w  Lnvolvod lack of personnel, others . 
lack of f l e x i b i l i t y  on tho par t  of USAiU/ES concorning funding procoduros, 
f a i lu re  on the pa r t  of on0 of tho f i r a t  technical arsirtmnce contractorr t o  
completo a baaolino data rurvoy, a lack of dmcirion -kin8 on tho part  of 
USAID/ES arid A I D P  wheroby it took on0 year t o  rocoivo m aruvor concerning 
bidding procedure, and too much improviration i n  implementation ac t iv i t ies .  
Added t o  thore were the burraucratic stops involvod i n  a projoct finmcod vi th 
o x t o r ~ l  fu-ha including reviows and approvals from local  agencies, such as  



SETEFE and Corto de Cuentrr and their  rofusal to accept documents due to minor 
errorr  that  rerultbd i n  many instances i n  substantial delay of payment either . 
t o  APRE or  to  the ' local contractorr . 
The mid-term evaluation made rocomendationr that  could have contributed to 
the f l ex ib i l i ty  of Component I. 

UNN araumod implementation responsibility for Component I when it became 
apparont that  without ruch roinfmcemnt, A ' w o u l d  not comploto tho project 
within the rpecifiod t ino period. The departure from the traditional unner  
of contractor rolection to  a lot tery system ha. gained favor among practically 
a11 thoro imrolvod. - .  

Project lmplowntation var faci l i ta ted  with the inr ta l la t ton i n  APUE of 
vak'iour roprerontativor of ' tho Corto do Cuontar whoso purporo war to oxpedito ' ' 

tho procorsfng of papent  a d  liquidation Qcuaentr . 
Given tho recommendation i n  tho mid-term evaluation to  employ more s taf f  wing 
PU8O funds, APRE attempt06 to  do ro but war prevented from doing so by SETEFE 
whkh, given the GOES hiring freeze, ins is ted- that  any additional personnel ba 
seconded from uni t  r within tho M E .  

Dirtribution of furnituro and other rchool u t o r i a l r  war carriod out in 
accordance with information ruppliod by tho rupervirory ongineorr and 
contimod by rchool principalr. Hewover ROm;O i r  reported to  havo dirtributed 
nuorour pieces of furniture on i tr  o m  prior t o  tho 1989 ?reridone Bloction. 

Preventive uintenanco k i t r  wore dir tr ibuted by stagea following trainin8 of 
thoro who would use and bo rorponriblo for  them. Howover, u of t h i r  
ovrluation there are rchoolr that  havo r t i l l  not rocoivo.d uintenanco k i t r .  

Projoct implonnta.tion war also characteritad by tho involvement of HOE renior 
unagemont i n  making docirionr of a tothnical and pol i t ica l  ruturo. For 
oxraplo, po l i t i ca l  intorvention lad t o  proqualification of contractor who 
war not capable; roloction of projoct rchoolr according to  proximity to 
politician'm hrow barer, and roplacemont.of participant training nominoor 
proparod by IYJB r t r f f  by othorr who lackod technical brckarounds. lo i ther  UNI4 
nor USAID/= objoctod t o  ruch &cirioru if  tho roloctionr mt  cortain minimum 
r tad.r&. 

a.  Tho projoct corplotod i t r  construction objectivor. - 
b. AID/U delayed projoct imple&ntation during tho i n i t i a l  stages and over 

tho par t  t w a  year8 application of pol i t ica l  .critoriam intorfarod with 
projoct implomontation. Thkr rerultod i n  improvirationr which wore not 
included i n  tho Action Planr. 

c. Tho quantity-of rchool furnituro doliverod by RONCO i r  not known to  APRE. 



APRE experienced an increase in  personnel following the mid-term evaluation 
although a hir ing freeze (~ec roe  11) limited the number t o  be employed. There 
continued t o  be n e ~ d  for additiorml pereonnel i n  the P l ~ n c e  Department where 

' the rhortage har had re r iow consequencer: (re. Section V.K infrr) While 
there war an increare i n  adminirtrative perronnel thero was alao 
rimultaneourly an increarr i n  the demand for adminirtrative aervicer. Thur 
the deund for  adminirtrative rawicer r t i l l  exceeded the supply. The interim 
evaluation 8180 dircurred the wed for overright personnel to  arrure that  
procedurer an8 r e p h t i o n r  of thore agenclor ~ W O P V O ~  i n  the variow ' 

requirementr of - tho project ba adhered to. Thia hrr born accoaplirhed by the 
ins ta l la t ion of additional p a r r o m l  i n  the adminirtrative crear an well a r  
that a t  reprarmtation de Corte da Cuentar. 

A t  prerent there are 193 perronnel, 46 of whom are  appointed GOES employees 
and the renaining 147 reconded from the HOE. The Personnel Office of APRE also 
provided another count of 223 perronnel. APRE personnel are organized i n  
accordance with the organizational chart (Annex 15) 

By Preridontial Order t o  the Ninister of tducation, tho Vice Hinirter of HOE 
under the proviour GOES war named a r  project adminiatrator and together with 
the project diractor, coordinated tho role of decirion making. 

As there were no regular personnel evaluations carried out uong the various 
r t a f f  l evr l r  i n  tho project, tho actual capabilf t ier  of the perronnel were 
unknoun rr were thei r  achievewntr. Sow of the porronnel relected t o  work in  . 
the project a r  t rainerr  were not really qualified t o  f i l l  that role. according 

. t o  teacherr and principals uho had been trained throufi the projrct. Staff 
development and motivation of r taff  were undertaken by vay of rtudy tourr t o  
the U.S. SOH of the participant selection, however, war not baaed on merit 
ro much a r  on pol i t ica l  factors of concern to  HOE renior unagement. 

t ra inin8 of project porronnol ar  well i r  to  r t r f f  of othor HOE units var 
carried out by UNH either directly o r  through the projoctre participant 
training component. Some porronnol received )l.aterre Dopeer i n  Educrtion or 
hrblic Admknirtration while others a t t enhd  courrer i n  t odqow,  Planning, 
Prevmtivo Na in t e~nce ,  Conmtiuctian, and Collputer Science. While thia 
training war beneficial to  the individvilr involved, many who weri trained 
v i l l  not s tay with the Hot fol lwing the PACD. - 

Trainin8 for  Praj.ect perronnel in project implementation and abfn is t ra t ion  
war carried out by SETEFE. Spec&Eically, they were trained in  accounting, 
Rqulat ian 1204 uhich coneer r  GOES ruler governing f inmcia l  tranractionr, 
planning, and expense vouchorr and reporting. Thir t r d n l n g  was carried out 
during the f i r r t  part  of 1988. 

The project benefited perronnel of the HOE with the unplanned construction of 
regional off ices. With den truction of the en t i re  Ministry of ~ilucation 



building i n  the earthquake of 1986, tho GOES war forced to  rant many oEPices 
i n  San Salvador a r u e l l  rr i n  the oartern and vortorn rogionr. The new' 
regional off ice  buildings provide oufficient space for aome unita of the MOE 
and v i l l  rave the GOES the cortr  of renting apace. 

The HOE has the human resources nscoasary to develop a project of the same 
natura and could do ro with rhor t - tom,  o u t r i b  technical arrirtanco. 

. a ,  Porronnel abrinirtration i r  qot officiant. Personnd lack rpecific 
knowledge about their job rocponmibilitier, and poroonnol ovalutions are 
not carried out; . . - 

b. USAID/BS nqlocted i t r  ovorright ro le  with regard t o  participant training. 
I n  roao ioutancor, relaction of perronnel for  training var baaed on 
po l i t i c a l  con ride ratio^ and resulted i n  many persons trained in  educatlon 
whore t ra inin8 v i l l  not bo utiPize4 following PACD. 

a .  USAID/ES should bo .or0 watchful of participant training solection in 
mooing that  projoct noodr arm mat. - 

1. f i n a n u  

A. potod abovo, APRE ondod up providing vi r tual ly  a l l  the unagemont rupport 
nocorrary fo r  the project components although thora oxirted vi thin tho HOE 
cortain dopartrentr and r t a f f  v i th - tho  nocerrary r k i l l r  and oxporionco. These 
dopartmonk included tha DM, tho logal and education technology afficor. A s  
project implemontation continued and APRE rerumed more and .or0 projoct 
rupport, APW dirtancod i t r a l t  from the un i t r  intended t o  coordinate vi th  the 
projoct. Z~uf f i c ioncy  of corunicat ion botvoon tho Project and SETEFE, Corto 
da Cuentas and USAID@S led t o  r i p i f f c a n t  dolayr i n  projoet support. 

Wtthin AIIU, adaquato coordination var  provickd through veokly motin8r w i  th 
the romponant dlroctorr and the i r  r u b o r d i r i r  . During thoro motingr 
p rob lau  ware dircwrod and decisionr uh, objactiver were raviowod and 8oal 
a t t a i m n t  u r r u r o d  in  t e n s  of available rerourcor. R ~ t h ~ t ,  tho weekly 
wot in6r  providad the rochmirm fo r  rovirion of the Action Plans. Each 
component director  also held a .weokly.reo t in8  v i  th h i s  r taf  f to review the 
corrorponding Action Plam and goal attainmat. 

Coordinatlan outri& the Project var mixed. Ihoro did ex i s t  coordination 
betwoen APRC, Ulb(, USAID/ES, SETEFt and tho Corto do Cuentas and tho Vice 
Hlnirtor of WE f o l l w i ~  tho mid t o m  evaluation. A8  dircwsed under 



separate cover, howovor, relat ions between USAID/ES and the UNH were rtrnined 
for  m extended period of time. 

Thera was not sufficient coordination or  communication between the achoolr 
mewed md the project. Thir i r  evidenced by the lack of knowledge on the 
par t  of the rchool principalr and teachers concerning the role of APRE. Ar 
mentioned previourly, coordination with the other HOB unitr wao a l ro  lacking 
although l e  did taka place when APRE began the Eearibility rtudy regarding the  
ure of textr .  At.that point APRE did conrult with the Primary Education 
Divirfon of t h e  WE. 

Coordination war alro lacking between SETEFE end the D I I E  and information that . 
rhould have bean mado available t o  SETEFR md  APUE war delayed by up to  12  
month. bicaure D I I t  had not up&tod the information, . . 

a. There war inadequate coordination between APRE and the HOE uni t r .  

APRE publicized tho program through tho news wd ia  by way OF rchool 
i ruuprat ions ,  otc. 'Ihw, information about the project vrs  ude available t o  
those direct ly ~ 0 ~ 8 c t e d  with tho project ' r  implementation and effort8 a t  
rolat in6 the project to  the public wore carried out. Howevor, not a l l  the 
public rhared the r u e  experience and the oxtent to  uhich project information 
war abrorbed a t  the rural popula ti on level  i a  questionable. 

school principal. and t v c h e r r  had only a ruporficial knowledae about APRE and 
tha t  concerned only the amrirtance they received. Tho principal8 prerantrd ' 
the i r  nee& to  the directorr of the nuclear rchoolr who more often t h m  not 
fa i led  t o  respond to the i r  requertr. 

Thero never war carriod out a p i l o t  project  i n  data collection, and opinions 
regardiw the collection of date fo r  u ie  i n  APRe ranged from ndi rpr redm to  
"way behind schedule8 t o  .not ureful  fo r  a n ~ t h i n 8 ~ .  As m oxuple ,  the O I I E  
18 currantly procerrina dat. tha? war collected i n  1935. Tho llOB P r i u r y  
Uucation Division found that  datd collect ion war hi&ly centralized and 
dirorderly and that  it hid novor roceived taci\,?rical aasirtance i n  th i s  area. 

. And APRE s ta ted that i tr data collection ryrteo vas inadequate althou8h i t  did 
rocaivo technical arsirtanca i n  data collection from L I .  ODEPOR indicated 
tha t  it har not used the hardvsro received under APRC, and D I I E  r l r o  stated 
tha t  it war not using the hardware am it had not received trainina. 

Personal memories play an important role i n  data collection. According to 
D I I t ,  Primary Education and APRE, neither they nor the UOE nor tho UNM are 
w?rkitu with reliable i n f o r u t i c n  but rather with preliminary data derived 
largely from the m w r i e r  of the i r  r t a f f .  



Anothar area affactad by tho lack of Informntlon i r  the School. Inventor%. 
APUE 11 carrying out i t m  own coaputeriz~d invoneory and tho MOE another, DIIE 
know of an exinting inventory, but La not ce r t a in  that  it  containr project 
information. The evaluation teumoa rampla of l a r r  than 5# of the o f f i c i a l  
1ir1t of 3000 odd primary rchoola came up with two rchoolr which did not ax i r t .  

A t  tho rchool leval ,  the pxincipalr and taachrrr indicated that  thay do 
iruilwla i n  tha i r  imrant.oriar the u t o r i r l r  racaived fim tha projact. 
C o o r d f ~ t i o n  of i n f o r u t i o n  batwean GOES agclncias lo  lackln6. Accordin& t o  
thr Oficina da Dolagreion do t. Cart6 da Cuentar, there i r  no coordination 
whtrtroavar betvaon the Corto do Cuentar a d  the Xnventory Office of tha W E .  
Thu aqulpmnt and rupplliar currently cva ihb lo  undar the pro,jc~ct w i l l  aoon ba 
dolltverad t o  the MOB. . 

.L . . 
APELB'r ac t iv i ty  f a  y i d e d  and monieored by Action Rlaw which 8180 rarva a8 
Pollw-up wchanfma fo r  work caapkated. It ohould ba pointed1 out tha t  there 
Action Plan8 are necerrary f a r  budgetary and funding purpooeo r r  well a r  'for 
planning the work wltthia each of the projact comgonentr, The extent t o  uhich' 
they ara b e h g  used f c r  project iappls;lc6ntation was not assessold. - 

a. Intarnal comunf..cation awn6 the variour levela of APRE ham been adeqtuta. 

b. Tharo ax i s t r  batproan APW and the WE duplication and multi.plicity of 
r t a t i r t i c r  resul t ing  irr  rubrtrnt iul  confurion and inconrirtancy of 
information. 

c. f rck  of coordination between APRE and the Inventcry Office of the I401 v i l l  
likaly: produce rignifKcant accountability problamr, particularly v i t h  t)u 
t ranrfar  of inventory fcrllovlng - PACD. 

d. Corunication v i t h  thtr targat  population, i .0.  rchool principalr, teacherr, 
otc.  i r  daf ic iant ,  with vary faw couun i t i a r  informed about tha projact and 
conraquently c o i t y  participation ir lackfng. 

0. The m l t i p l i a r  a f f ec t  tha t  war onvlrionail a r  t a k i w  place through tralnlng 
offotad under tha project  has produced few r(nrw1tr due mainly t o  8 lack of 
tollov-up. 

School conrtruction and the raconrtructian of rchoolr have respondad i n  areat  
part  t o  a rea l  need of many of E l  Salvador'm ru ra l  communitier especially for 
those rchoolr which have had l i t t le ,  i f  any, contact with the HOE since the i r  
cchoolr vara bu i l t .  However, the 2800 clarrroomr conrtructed under APRt 



r s t l e a t  only a fraction of the educatEonr1 nords that must be ae t  i n  E l  
8alvader. 

Supervirion was carried out lorgrly under school conrtructlon nnd 
raconstructlon, Componmt 1. 8ch00l aonrtructlon and reconstruation was 
rupewised by UM( with a cadre of locally h i r ~ d  anginaerr with APRE involved 
ur&lrulXy i n  oontract and payment apgrovalm. On occasion rupervirion war 
aarried out by unqualified perronnal. 

" 

Supervirion for  the remaining coaponontr ram carried out by vimits t o  the 
rchoolr, through diract evaluotiorrw by tho promoterr in  follow-up rersion and 
s o m i ~ r r .  Howevor, thaso were infrequent, i f  a t  a l l .  A mechanism for receipt 
of completed workr war i n  place, but thore was no rubrequent v i a i t  t o  enmuxo 
that  'the completed clarrroomr vero I res  of la tent  defectr , otc,  Supervim ion 
ahoolackod 8 aochslnirm fo r  q w l l t y  oontfol v i th  rerpect to laeont dafoctr 
which vero not discoverable u n t i l  a f t e r  rchool furniture and oquipeent war 
turned over t o  tho rchoolr. 

In i t ia l ly , ' supewis ion war a lso  hindered by lack of vshicler. 

a. The lack of f i e ld  rupervirion and follov-up is ono of tho chief fai l ings of 
APRE, the Project and tho educational system. 

b. Carrponontr 2,3, and 4 were auperviaed rporadically but vithout rignificant 
follov-up, much less  evaluation. 

The Price Watorhouse uccountina firm rrcently informed USAID/CS that  it had 
rumpendod its audit of APRE. _This action vas taken fofloving roveral requostr 
by trice Waterhause for f i runcia l  i n f o r u t i o n  from A P U .  According t o  the 
auditing f i m ,  APUE ir  behind more than 8 year i n  i t r  accounting. This is 
laraely alum t o  the shortago of perronnol i n  the Financo Dopattmnt, 8 
s i tuat ion that  exi r tod. in  1987 and var noted i n  tho Interim evaluation. 

Several of the f i n d i n p  and mkomndations i n  the previous ovalrution dealt  - 
with the procarring of financial documontr and the f ac i l i t y  of corunicat ion 
b o w o n  thoam involved i n  preject  firuncer. 

An oxamination of the current r i tuat ion reveals that USAlD/ES i r  Benarally on 
t h o  with r e ~ a r d  to  informing APRE about deporitr,  althou* thore have been 
Lnrtmncea *ere there is l a t e  notification. The Regional Finance Center i n  
Mexico City is operatin8 i n  a moat f lexible manner v i th  regard t o  disburrement 
of fund.. Likoviso SttEFE i r  raid t o  be ruccessful i n  i t r  offor t r  t o  approve 
fund dimburremnt, &enorally i n  a period of from 10 to-13 dayr. SETEFE ham 



alao a r t  up on rmrndment procedure f o r  Action Plano to accommodate changer, 
and approvfila arm madr i n  a timely nannar i n  almost a l l  inrtancea,  

Another retcornmendation i n  tho previoua avaluation deal t  with tho uue of PL48O 
funds, auggarting a project  agreamant smendmant c lear ly  r taeln8 i t a  objaat iver  
and the aechanirm t o  ba rmployrd f o r  u ra  of thore fundr, Since than the uae 
of P U B 0  fundr haa barn drtrrmined i n  accordancr with tha p r o j r c t o a  Aation 
Plans by maana of appropriata r r g u l ~ t i o n a  and projact  implrmrntation l a t t o r a ,  
A pro jec t  amandment war not nocrasary; Punda warm rraaaigned i n  ordar t o  , 

d ia t r ibu ta  tax ta  i n  tho schoola, and the ra  i a  now adequataly c l e a r  da f in i t i on  
of the u a a ' o f  tha P U B 0  fundr, For exempla, SETEFE would not allow APRE t o  ure 
P U 8 0  funds t o  employ new personnel, b u t  fnatead required tha t  new personnel 
be racondad from the HOE. Additionally,  SETEFE feela  t ha t  a11 of t h ~  
technical'componenta of! APRE (axceptin8 Conponrnt 5) are  presantlng' Action 
Planr t h a t  arm data i led  and apec i f ic  f o r  tha  ula of fundr. 

Tha a r r i g m a n t  of Cortr do Cuonta pelcsannal t o  APkE has Eaci l i ta ted tha flow 
and approval of project  documentation, although it war indicated t h a t  tha 
Cortr dm Cuenta'doeo not have atandard c r i t e r i a  regarding tranractiona of 
funds depori tad i n  SETEFE, and a t  times is sa id  t o  obstruct transactiona.  The 
Corte de Cuenta personnel asaigned t o  APRE during the past  27'montha h a w  
helped ~ u t  considerably i n  the procesoing of f inancial  documentation. 

Deciaion making concerning f inanc ia l  management l a  based on the Action Plans. 
The amount of  funda fo r  each component war su f f i c i en t  and has been spent ,  o r  
w i l l  ba rpont p r io r  t o  the extended PACD. 

The Finance Department does not have s u f f i c i e n t  personnel t o  operata 
r f f i c i a n t l y .  

Provide r u f f i c i e n t  f inancial  pe&onnel t o  APRE i n  order t o  comply with 
accepted accounting standards and complete the Price Waterhouse audi t  
bofsre yaar  end 1989. 



Your hundrod now alarrroomr wore constructed and 1818 reconrtructod, providing 
placor fo,r about 177,QOO mtudonta on doublo ahif t ,  I f  the rchoola wore to  
oporatr on thrro shifer  daily,  tho accerr potential would ba 265,000 placer, 

In  tha f i e ld  atudy, a toachor-pupil ra t io  of 411 vaa rathar coartant. Rarely 
did wo roo ona eoachor with J u t  a Eov rtudontr. I f  an; ifng, Crt var beyond 
82). Vo did not find 8 rchool whoro admirrion war rof!clred'bacauar of 
overcrowding. . . 
D D .  --'I cowparod t o  mrollment 
of nearly 70,000, tho ramplo reudy &ta ohowed about 4,630 'rtudentr of baric 
rchool ago" or  roughly 1 i n  15, out of school. It appearr rmall but it mat 
be noted that  many of the rchool directors do not do a rchool census to - confirn such important ' school planning data. 

" 

Tho data collocrod in  tho ramplo study indicated thoro t ro  approximately 9,548 
rtrrdrnta undor- and over-aga for their  grader (1-6). Ago8 ran80 frorr 5 to 30. 
Thir zrprsoentr about 14% of the to ta l  snrollmant i n  tha r u p l o .  Tho f i r a t  - 
&ra& accurrulator u n y  of thoro ovorago atudentr from lack of a voll  thouaht 
out prorr~otion poltcy. I f  toachrrr fool that  rtudontr havc not domimtod 
oxprctationr a t  arch grade bovol, they w i l l  not prowto tho reudont to the 
naxt arado. On t h ~  othor h a d ,  now that  toxtbookr are a r iyr i f icant  part of 
tha baais education prosram, torchera might do group toachina and bo willing 
t o  accomodrto tho ovora&e rtudent in  a lover groap within tho higher grade, 
rather than forco tho rtudont to ropoat tha a m  pado  on0 ar more timom. 
School dioactorr f e l t  thim f i p r o  on r8o/gr.de difforoncer war relatively 
8.811 and that  is dirni.dahfng each year. Tho textbook program with 
improvrd capacity t o  monitor roadin6 and learnfaqj dovelopssnt rhould halp 
rodueo tho nimborr of ovaraao rtuaontr. 

& 

. Tho fac t  that tha data rhowr rmo underago r tudmtr attending rchool speaks 
wall for  accarr. It could mi#nify that  tho mother cannot care for  thorn and 
they must 80 t o  rcheal with their  brotharr and r i r t o r r .  Hanco tho rchool has 
@nod rtudontm by &ranting accomr t o  undorap 
Tho fac t  that  a rizoablo mmbor at agar 12 to 1,) a 
tho p r i u r y  8rad.r dorpito continuour fa! lure 
acc.arodatir+g odw.atfona1 proarm and social 

Vo found camcla;m u)loto r &rout deal of offort war mado by tho diroctor to  '- '- d 
accorodatc us~rdontr, capocially i f  tha rchool had only four grader and there r. 

wore aixe&.i 8 ~ ~ m u p r  eE f i f t h  and aixth grade rtudontr. Tho director put the 
rchool or" r ? t 6 - I #  y.Y:ttr and provided programs far 'them students who would 
have had n-whcra co ;;(J. Vo oav mmy achools whore th i s  war being practicad, 
roLloctin, coa.m:L'.zb'.,r concern for tho velfara of rtudentr. * 



a tandsrdizod toating. of i t u d e k  achie;enent. In  ahy event, qua l i ty- re la ted  
intorventionr from thia  projoct havo been too recent, v i th in  the part  year or  
ao, for  r igni f icant  meaaurnblo impact t o  bo reasonably expected. 

Tho qual i ty  of '  tho bar i c  oducation rya tom could, however, improve ro la t ive ly  
rapidly now tha t  profect rorourcea a re  i n  place. Some 18,000 teachers 5ave 
had a t  l o a r t  an or iontat ion on how to  usr taxtbooka. Whereas they are  not a.s 
offoctivo i n  tho uae of toxtbooks a r  they w i l l  be, they a re  not r e f u ~ i n g  t o  
uro thou. Purthor, thoro appearr t o  bo m intoroat  on the pa r t  of nucloi and 
rchool diroctorr  t o  par t ic ipa te  i n  textbook uao training. They arm anxious t o  
regain the confidenco of teacherr i n  t h e i r  a b i l i t y  t o  o f fe r  asairtanco t o  
improvo tho inr t ruct ional  program. 

Tho textbooks are  s o  wri t ton a. t o  guide tho Poarning process. Thir is 
r igni f icant  i n  a country where teachers fo r  too long have been i n  corjtrol of 
-course content with l i t t l o  o r  no monitoring. I f  textbooks are  used properly 
with c lore  observance and implementation of the teachera' guide, there v i l l  be 
more assurance tha t  atudentr are  progressing i n  some uniform way i n  the 
acquir i t ion of knowledgo and needed ak i l l a .  Thir contributes t o  tho 
f e a s i b i l i t y  and effectiveness of standardized tooting. 

The project  l o f t  about 40 sk i l l ed  and woll~. t rained t ra iners  i n  use of 
textbooka. Thoro l a  a place for them i n  the auk-regions t o  continuo teacher 
t ra in ing  u n t i l  a11 toachorr a re  operatin6 a t  a deaired leve l  of competency. 
I f  they aro t h w  ut1:izod i n  follow-up t ra in ing  a c t i v i t i e r ,  they would bo 
instruncntal Ba ra i s ing  the quality lev01 of education; 

Prequont check8 by tho evaluation team provided'ovidmse tha t  rtudenta read 
 furthermo more, they l i k e  the books and want t o  use them, . 
They v i l l  force tho  teachorr to  become competent i n  the i r  use and hopefully go 
beyond s o  tha t  thoy can guide knowledge acquisi t ion more generally. 

The textbook grog-  challenger educators a l l  over the country t o  ident i fy 
problems and rorearch them. Tho dissemination of much resul ta  would a a a i r t  
more offactivo use of textbooks and, i n  turn,  have i ts  impact on tho qual i ty  
of education. If toachorr a re  encouraged t o  do action reroarch on t h e i r  
exporiencor with tho raso of  toxtbookr and tho HOE finds a way t o  diareminate 
i t ,  t h i r  too could load t o  innovative approachom t o  teaching with- toxtbookr . 

Tho project was designed primarily to  del iver  training, manuals and toc l s  t o  
tho schoola In order t o  f a c i l i t a t e  preventive maintenance of rchool f a c i l i t i e s  
by teachers, atudents, parents and others i n  tho community. The major focus 



of tho projrct har Baon on tho rchoolr, rather than on the community. Project 
intsrventionr wero t o  encourage rchool psrronne1"to promote community 
collaborrtion; they were not designed to csmnunity inl t iaeive or 
developmerrt par re.  

Tho coarrritior--parttcularly parentr--arm providing a groat deal of #upport 
t o  thoir r~choolr i n  tho form of nonotary and labor contributionr, In moat 
caaea thoy wore doin6 ro  boforo tho projrct bourn, both becauro HOE budget 
limitatianr forco tho rchoolr to rely very heavily on community rosourcor and 
becauro education La important t o  people a r  a man8 to  improve the i r  
childron'r fa t  i n  Ubo. - 

sxamplr , they would choooo a nicor rchool over 06 in  poor conditiolil) . ~ h o  
condition of the rchool ir  a l ro  important to aome conslunity respondents as an 
indicator of community image and local pride. Some parento raid &st the 
learning environment af fects  rtudene motivation and perfornenco to aoae 
dogroe. 

I t  i r  difficu1.t. - howovor, to  araesr tho degroe t o  which project interventions 
It i r  c h a r  that  l i n k q e r  betvaen tho 
nication v i th  regard t o  tho program 
rincipally bocaure of lack of 

follow-up. Another important factor limiting co run i ty  collaboration- -and 
certainly limitLng any porr ib i l i ty  ofzomuni ty  in l t i a t ivo- - i r  tho limitad 
dogroo to  which people i n  tho co~mnunity havo recoivod training i n  preventive 
ulntorunco. Training lo re  pooplo i r  osaential.in ordor to create within tho 
comunitier that  c r i t i c a l  u r r  of intorortod c i t i t e ru  which v i l l  putpido 
ruppott t o  tho rchoolr, tako'an active part i n  docirion-malein# and rhare 
infomation, roro\rrcor and rerponr i b i l i t y  . A t  proront, t h i r  i r  'occurring only 
t o  a very limitod degree--.art of tho wmberr of the Parentr' Arsociation vo 
intorviowod knov l i t t le  about tho program and had no rea l  voico i n  planning 
projoctr, Thoy rimply provided contributions uhon roquerted, t o  tho beat of 
their  abi l i ty .  

A 8  noted in ' r rc t ion  I1.C. above, tho projoct'r .oa t  off rc t iv .  contribution has 
boon tho tool k i t a ,  d t i c h  i n  . m y  rchoolr are urod direct ly by rtudentr or 
parontr t o  carry sut rchool i q r o v r w n t  projectm. -Given tho prevailing 
cultural  divirion of 18b0t, moat direct  labor urina there toolr i r  providod by 

. mrn. Therefor., provision of tho toolr may bo a m6mr to  oncouraeo areator 
participation i n  rchool maintonmcr and improvewnt by fatharr ,  givm chat, 
overall, motherr wore rort ofton ci ted rr tho ~ r i n c i a a l  colI>Sorators. 

woun-headed housoholdr i n  row areas, the queationr of who in  the cornunity 
rhould rocrive train in^, who v i l l  uro thuro tpolr and h a t  typor of 



- - 
olr<whorc, 2,800 rchooiroomr havo boon- b u i l t  o r  rofurbirhrd, 18,000 toacherr 
havo boon tralnod i n  tho -0 of toxtbookr, 3200 rchoolr w i l l  have boon roached 
v i t h  provontivo maintonanco trainiry and tool  k i t r ,  and over 3800 rchoolroom 
i o t a  of furniture v i l l  havo boon dolivorod t o  rqhoolr throughout tho country 
.lo% v i t h  variour other oducatiorul%atori.Ir. That &!I1 of +hi r h r  boon 
dona oven cloro t o  tho o r i ~ i n r l  proJoct completion &to of Soptambor 30, 1989 
roprerontr outrtanding e f fo r t  by uny poople, particulrrrly i n  viov 3C tho rlow 
r t a r t  roportod i n  tho interim evaluation. Virtually a11 of thoro rchoolrooms 
voro b u i l t  and thoro toachorr trainod within tho l a s t  two yaarr a t  tho 
pro3 oc t . - 

neath the f i y r o r  , however, w- 
vo opmon 

2,800 r o o u  hava boen bu i l t  or  refurb 
rq'  , rtua ly a11 mana~emont Although of that 

corutruction war carriod out by an A I D  contractor, 'U;riverrity of Now bx ico .  
APEU var Onvolvod only poriphorally and tho HOE hardly a t  a l l .  

Althou* 18,660 teacherr wore trainod i n  the use o ~ f  textr  i n  in foru t ion  
rorrioru, shore war l i t t l o  follow-up t o  provide onsirtanco i n  tho application 
of ruch trainin& o r  othervisa to  rao tha t  it war ur(rd. To tho extant that 
thoro t ra inorr  weto employed by ADRt a t  rubstantially h1fi.r than n o r u l  
ra la r ie r  f o r  tho Ministry of Cducation, it i r  f a r  f r w  cortain that ruch 
training capacity would continua. - 

odu 
capabil i ty of tho nin i r t ry  of Education. UChor a U.S. .purcharing rgont var 
urod fror tho v0.y bo&innin& for a l l  procurement and that  contractor, RONCO, 
did not rompond t o  tho intorim evaluation r o c ~ ~ n d . t i o n  t o  para on tho 
bonofitr of It8 exporiorri and oxportiro t o  tho I(OIC and other Salvadoran 
implomantiq agancior. To AID'r c'rodit, howovor, it did oncourago RONCO t o  
ure Salvabormu t o  the oxtont porrible and thoso r k i l l r  dovolopod by 
Salvadaranr w i l l  continuo i n  tho private roctor a t  loort  of tl Salva4or. 

.- 
Althou#h APDI var r lov r tar t ing,  Lqlomntct ian  capabil i t ior  voro ovontually 
bui l t .  Uncorturutely, hwovor, proforsionrl r t a f f  var laraely d ram from 
o u t r i b  tho Minirtry of Education. Thoy, along with thoro dotailod from tho 
Minirtry of Education, voro paid premium ra lar ior  and not many r ro  expectod to 
continue v i t h  tho Uinirtry of Education. Accordiqgly only par t  of that 



implomon,cation capabil i ty  can bo expected to  remain with tho Hiniotry of 
Education. 

Whilo l i t t l e  ham been l o f t  behind i n  terms of building the Hinirtry of 
Education as  an finstitution, it is not ye t  too l a t o  t o  r e d i z o  aore return on 
some of tho investment i n  tho project.  In the aroas of textbooko uoe and 

Whilo noting tho r o l a t i v  
important t o  note tho po&and 
oxocutod. AID i r  an i n t o n u t i o n a l  dovolopmont f i ~ n c o  agency; but it is 8180 

an important inrtrument of U.S. foreign policy. It was considered especially 
important t o  U.S. foreign policy toward El Salvador in'1984 t o  help tho 
Government of .El  Salvador prove tha t  democracy can work, tha t  a freely olected 
government, with a l l  its p o l i t i c a l  encumbrancer, can del iver  to  i t r  people. 

Viewed from t h i r  perrpectivo, numbers gain importance. They ref lec t  high 
loveln of prerencg and v i r i b i l i t y  of tho proJoct throughout the country. 
Further, with but fov oxcoptions, there schoolrooms a re  i n  rue, not JLst bu i l t  
f o r  tho rake of prosenco. 

Horeovor tho corutruction of  thoso schoolroou providod employment t o  
Salvadoran construction contractors and thoi r  omployoos a t  a tiu when tho 
construetion rector  of tha economy war othenriso rovoroly deprorred. Tho UNn 
engineers ortimato t h a t  tho project provldsd rhor t  term employment and 13.3 
million colonor for  m r o  than 6,000 ru ra l  unrkillod laborers. Som of those 
laborkrr l o a n e d  now r k i l l r  i n  brick laying o r  carpontry t o  provido r bare for 
future oaploymont, f i r t h o r ,  approximatoly 20 million colones were rpont on 
local ly  produced corutruction materialr: b r i c k ,  c o u n t ,  rand, roofin8 and 
paint ,  p r o v i d i n ~  employment and wagos t o  tho ruppliorr . - 

*--oh and preventive maikmunco o l e u n t r  of tho project aro 
l o r r  v is ib lo  i n  tho i r  proronco and related l o r r  to tho p o l i t i c a l  rationale. 
Ronotholorr , tho tool  k i t r  orpocir l ly,  a lo tq  with promotion offor ts  oxtonded 
t o  comunitioa undor component 2, cer tainly had t h e i r  p o l i t i c a l  impact. 

E l  Salvadorgr balance of paymentr benefited subs tant ia l ly  from the conversion 
of approximatoly $30 m i l l i o a  t o  cover loca l  cos ts  of the project.  .- 

When faced with the alternative of taking longer t o  del iver  such impact urine 
tho Ninistry of Educationti l imited capabili ty and building ruch crpabil i ty  in  
tho process, tho U.S. Government thrau8h USAID chose t o  get  more, f a s t e r  by 
t u n i n g  t o  tho U.S. contractors,  University of New Xexico and RONCO t o  deliver 
tho goods and buildings a r  rapidly a s  posriblo. 



- Without qwrtlanina the wirdom o t  rudh decirion, vo rrrue that the rituation 



ANNEX 1 

Cduaation Byrrtem Revitalit8ti0n - Project NO. , 519-0293 

e 

The primary objective8 of this end of projec t  e v a l u s t i o n  are to;  1) 
aaseaa the extent to which r e c o m e n d s t i o n o  from the interim avalustion 
were oartied out; 2 )  to aaaees the  manner Ln which reaourcos were 
providad i n  accordance  with agreemanta between USAID and t h e  

.Unive r s i ty  qf New Mexico (UNM),  between USAID and RONCO, and betwean 
UGAX'D and t h e  Government of El S a l v a d o r  (GOES) 8 3 )  88ae#@ how thrrs  
same r s sourcea  are being u t i l i z e d  lo a a a i a t  t h e  60E6 i n  b r i n g i n g  tha 
r c c e a a i b i l i t y  and afLectivanssa of  p u b l i c  primafy rc,hopl education 
back t o  n e a t  pte-confliot l ove la ;  4 )  examine tho m8nagornrnt of t h e  , 

. pro jec t  by UIPAID, t h e  UNM, t h e  GOES and by t h e  procurement a o n t r r c t o r  
RONCO; 3) ideakify conattaints that affected p r o j e c t  h p l e m a n t r t i o a  
and the r e a o l u k f o n s  t o r  thoae consttaintu; 6)  e v a l u a t e  the o v e r a l l  
development impact of the p r o j e c t  t o  the extent p o s r i b l a ~  8nd 7)  cite 
lesaons l e a r n e d  and make recommendat ion8 t o  guide iutute A, I .Do 
pro jec t8  of r s i m i l a r  na ture  In  E l  8slvador end 'e2sewhete. Thir 
eva lua t ion  i a  8 normal end-of-pro jec t  activity required by VSAID. 

A major putpo~e of USAID& Salvador  ' 8 education - m o t o r  m t r r t ~ p y  i a  
t o  improve t h a  c a p a b i l i t i e 8  of the HOE, i n  p r o j e c t  des ign ,  
' implementrt ion and eva lua t ion  ' and t o  expand c o o ~ e r a t i o n  betwaon tho 
p r i v a t e  and p u b l i c  aectors i n  a l l  a r e a s  o f  educ8 t ion .  Aacordingly,  
t h i s  e v r l u a t i o n  w i l l  u t i l i z e  l o c a l  educators and reptoaentrtive8 of 
t h e  p r i v a t e  sector. 

This scope of work includes implementa t ion  d e t a i l #  t o  asafst  
eva lua t ion  design, taking  in:o accoun t ;  1) t h e  l a c k  o f  a a c u r i t y  i n  
many r u r a l  r t e a s ,  2 )  tho unava i l ab i  li t y  of telisblo r e n t 8 1  vmhicla8 
tor f ie ld  t r i p s  t o  iaolstscl areat+, and 3) the need to i n k o g r a t e  W E  
and p r i v a t e  aector r e p r e s e n t a t i v e s  i n t o  t h e  e v a l u a t i o n  dogig5 end 
informat ion  g e t h e r i n g  process . 

USAID, and o t h e r  donots have been providing rssiatuace i n  thg 
tducrtion s e c t o r  t o  E l  Salavadot for many years.  In tha  s e v e n t h s ,  
thmro wore dramatic increases ' i n  t ho  r v s i l a b i l t t y  rnd q u a l i t y - o f  
p u b l i c  p~imary school  educat ion,  These improvement8 abruptly andeb i r  
1979 when the g u e r r i l l a  wee began t o  e s c a l a t e t  leading  to  an i m d i a t c  
d e c l i n e  i n  a lmos t  a11 devsloprnent 8ectots. The decline was espeeirll! 
n o t i c e a b l e  i n  the  primacy pub l ic  achoola where a t t a n d a n c e  levels and 
t h e  q u a l i t y  of educat ion  fel l  sharply. The s i t u a t i o n  continued to 
d e t e r i o i a t e  th rough  t h e  mid-80s. In 1986 a b i s a a t r o u a  e8rthqu8ko 
damaged or completely destroyed hundreds of pcimary*educrtion achools 



thro&yhout the country, adding addi tionel problems. It bacmr obvlour 
that tha overall 8ikurtiotI would continue to Uetariorrte. To stldrear 
tha inunediake ptoblsm, 8l tho short term lW010 rnb to try to blow 
dawn the decline in primafy rchool education, USAID debigntid the 
tduoatton System ~evitilizrtion ProJact, 

The Education system Revitalization Projaat (Projoat: No, 
519-Q295) waa initiated in.AptiP 1985,  The autborimd A.1.D. funding 
level Lot the ptojeat i r  $37.6 mil l i on  in gtrnt funda, o f  which tho 
antire 'amount ha8 been obligated Lhtough s Otrnt Agreement and 
Agseement Amendments with the ~overnmsnt of B1 Brlvrdor (CiOEB), tho 
grantee. The QOBS committed itself to ptovidinqr duting tha life of 
the prajsct, r countetprt contribution in local curtenoy equivalent 
to $13 million* The Minietry of Education (MOSS) is the implementing 
entity and roject admini8tration and cootdlnathon i$ the 
rrsponsibil ! ty of r speoial management unit (APRB) whiah A m  .beenq - 
created within the W K  undel: the ptoject, The Projeat Asaist.aacs ' 

Completion Data (PACD) i 8  September 300 1989. 

The purpose of  the ro eat i s  to aasiut the MOB to reatore the 
effectivaness and acceasi l! il i ty of the prima~y educstSonsl aerviaes in 
El Salve4or to near pre-confliot levels. The project has five 
component%: 1) classroom construction and zeconat ruction; 2) achool 
maintenence; 3) claasfoom f h i t u r e ,  equipment and teaching mrtetlala; 
trrining (originally tsxtbooka); and 5) project adrninisttstfon and - 
management 

The interim ovalu8tion in July 1987, reported the LolLowing 
finding#: Componmt X (cl8ssroom conrtruction end rehabilitation) was 
seriously delayed in implementstion; Component PI (eatabliahmont sf r 
n8tienwida rchool mrintenance ryatem) had crttiocl out 25 pilot 
projectr, produced and diattibuted kit8 rnb monurls, and e#trbliahad 
rogionrl uchool repair activities (howevers the OOEB -reject66 the 
astsblishmsnt o t  r national aghool tepolr system as unraalistic givon 
the Dscrsa_ll hiring f reate); Component 111, (pcoaurement of  school 
furniture and equipment) wss on schedule; Component I V  (textbook . 
public8tion) had chan-ed focus. Due to IBRO essuming responribility 
for textbook publicat ! on the project financed printing and 
distribution of curticulum guide8 and tesehet orientation; and 
Component V (the special management unit) had not been effective due 
to inrdaquete golo and procedural delinition an6 underatafting. 

The mr)ot recommendrtiona were: 

1, Do not limit provision of achool equipment t o  project 
constructed rchoola. 

2.  Prepare a m r o  feasible classroom reconstruction plan. 

3 .  Re-examina role a t  regional office in comunlty md deviao a 
realistic plan for project support to institutionalize achool 
maintenance; - 



4 ,  Develop 8 aystamatic, re l evant  and f08rl la msnagomc 1 

for the rpecirl manrgomsnt unit and ~rovids nesdod additional 
a t e f  F. 

5 ,  Amend the Grant Agreement to incteaaa P1 480-countstpart 
contribution8 to provida needed MOE s t o f f ,  

6. APRE, 6ETtBtr and U8AID/ES jointly tevise the Action Plan to 
(a) coordinrta and intagrate the 5 componantr in on@ documant, 
(b) C a c i l i t s t e  fund birburaemnt nacrchanism, and (a) establiah an 
af t r o t i v a  and af f icf ent amendment proasar I 

7. Providr ttrining tb APXe, Wt, and 6Er&PU to improve 
coordination and incrrass 8kills in a d d n i a t t r t i o n  and 
management, including conat tuctlon, contracting anQ ptoaurement, 
budgat-planning, tapottinq, etc. and r* 

,- . 
9. ~ntsgrat; the planno6 HI8 with a z i r t i n g  i a f ' b k t i o n  bare of 
the ond includo t e g f c m l  and.aubraglonal data elementr. 

- 
Tho contrrctes will work c l o a e l y  with U8AID to develop 0 fins1 

detailed implementation plan that i 8  acceptable to end rbjudged to be 
Leaaible by U8AID, which w i l l  achieve the ovsluation objective8 
outlinad in Gactions IX and I f1  oC t h i r  delivery order. 

Tha avaluation derign and implementation plan  rhould be 
rccompl~ahad with the Lull involvament ot tha local me and private 
rector toam memberrr. Tho oxpstienca and knowleclge oL tho locrl team 

- rnembetr will bo invrlurblo to the team, and t h e  evalurtion exotairo 
,a will add to toc r l  axpertiso in ovolurtlom md he1 t o  davelop r mfield 

mt on tututo primary 8chool irauer. 
! oriented think-tank human tesoutca Q90l for sdv i r  ng UBAID, and the 

.Tha conttrc~or will collect and rnr ly ta  data, and draft r report 
which Collowr 'A.I.D. project ~vrlurtion guidelinar and tormata, tor 
each question atrtod balow tho raport w i l l  c i t o  finding8 , (data);  
Conclurionr and Recomandatiorrs. The report will include an oxecutivr 
rumnrry that fol low8 tha A.I .D.  Projrct tvrlurlion Uummrty (PL8) 
totarat. 

To what axtenk were recommendations from tha intetim evaluation acted 
upon? .- 

Q W 8 t  ion No. 2: 

Have the inputs (trsourcer) provided in that manner described in USA1 - rgtaemonts with the UNW, RONCO and with the GOES? 



Quostion No. 33 

Whmt i r  tho overall project impoct on the primary aahool syatom in 
ralrtion t o  the ptojeat purpoaa? To what axtant ham tha projsot: 
schievad i t a  a t a t 4  Ejuleposle? To what extent.haa.the projoot achieved , 

i t 8  etetad purpose? Ara the resource8 provided under the project 
being ut;iliaed to inctaaee ocorssibility and etfectivenem of publia 
ptimrty education? 

How can PrFaEfna ~rimalcy rahool 'lev01 rorources be more atfeativaly 
utilized to rchieva the project yutposm? 

Question No. 5 %  

Oarcrib6 project management-and otocuosment structure8 and proaadurer . 
oC U8AIDr HOE and the contcrctoor. Identify problems and promiring 
ptrctioaa. . , 

Quertion No, 6: 

In reapect to t h e  d e s i g n  and lmflementrtioh o f  the projectr what are 
thr lesaons laarned? 

The contractor will d w e l o p  r well defined strotsgy and questionnaires 
dutin tho firat wsick for answering the rbovs questionr. Them 
quwt f onnriros, when fersiblu, will diaaggregsla data b gender. 
U8)rID will rpptovo both the rpptorch an6 tho quertionna tar prior to 
t h o i t  uoa in the Biald. 

- 

r 

The MOE and private  rector rep?es;entrtfves working i n  . 
collrborrtion with r contractor-apecialist serving ru i i e l d  team - leedot rra tesponrible Cor gathering data uuing tha  guidelines 
dovelop06 by t h o  contr$etor .  

That0 will be 3 interviw phases.  tach tie16 team w i l l  interview - in 8 dittorant cagion for up to S dayr during aach phase., tach f iold 
tern will virit a11 Qhtae ragions of t h e  country @tin9 tha 3 week 
f h l b  torertch period, 

C *  w - R n m u m A  

'.. liat of a l l  project rchools, and the project resourcar ptovidac' 
to them, w i l l  be made a v a i l a b l e  to the contractor oh day one of the 
wrlurt ion .  From t h i s  l ist ,  8 random s m p l i n g  l ist  will br - 



, eatrb'lirhed. Thia l i a l  will be reviewod and a l l  rchoola in 
in~ccrrsib1e r taaa  eroludrd. From the remaining achooLa, a final l i r t  
oC rahsol gtoupfngr in rdfrcent arsaa will br devalbpad. taoh tsam 
will cornplsta evslurtionr r t  3 achools per dry. 

A t  h e a l :  ,IS8 oC the achoola will be from msrginod aity/aity 
arrrrj a l l  tho tomindor will be in rural ateas. Ten percant o f  
rchoolu will be non~projaat rohoolr. - 

Interview forms will be developed and wed t o  anrwet each of the 
mbjor quoation are88 mentioned in Saction I l l  (Trafre), UBAID will 
tavJew 811 intarview form8 prior to theit uaaga in t h e  f i e l d ,  .. 

1, Thr contr~ctor wf 11 be responsible tor hit1 ng a l l .  rvrluation 
t r am member8 except tho#@ wotking for tho MOC, and tha 
drivet-guider . - 

- 3 .  On day one of the work'rcheduls, USAID will provide the 
contractor names or pivate sectot otgeaizationr who nay s e s l a t  
in identifying q u a l i f i e d  person8 to rat rs  the A8rirt8nt 
tvrlurtion Team L ~ a d a t ,  88 f i e l d  tesearch Q@t#On#r and 8s rupgott 
rtrff (clotk-typiat, aec.otiry, and tcrnslrtor). Tho contractor 
will saloct bir  8 t a l f  w i n g  theae otgmirationr. ot  through othrt  
routcar, with USAID concurrence boforo t h ~ y  rta hfted, UBAID 
will alort t h ~  private aector organir8tions of tha evaluation 
atrtf requirements and of tho qualiCic8tionrr but W3AIO will not 
make individurl reconunendrtiona or rasist i n  tho aceurn1 hiring oL 
f i.18 rogsrrch a t a f  f peraon8. 

The co+qtrrctor will rlwryd h a w  availrble one extra p:ivrke 
rectvc team amber in 'rddition to tho80 idrntftieb in tho 
otganitrtionrl chatt in pc8gtaph 111. Thia patson will 
participate in 811 8 c t i v i t i a s  and travel daily wk3h anr ob the 
Liald teams 88 an observar. Ha/ahe w i l l  be compiotely familiar 
with tho rarponribilitiar ot  811 intoxview t e w  memberr and bo 
ptapatod to act 88 8 sub8titute if neceusary. 

3 .  I408 Fie ld  Raaclarach Team Menrbrrs: USA10 will caquest tha MOt t o  
provide 7 porronr to rorvo 88 t i o l d  resoarch term mombar8 
(includew sno rlternata). USAID will not auggemt individual8 but 
will apprwve tho names of  p x s o n s  submitted by the MOB, USA10 
will tequest,.thst persons having the following qualifications be 
madm rvri lrbla: 



- primary education backg~ound with at laaet 4 yarrs of t~eching 
an primary schoola ( 3  @araonr); 

- b8aStpround in school conrtruction and meintonmar ( I  pstaon) 

- backy round in  Uweloprnmt of primary school t o a c h i n g  matorials 
(2 paraons) ; - 
- background in general pcogtrm and planning'sf educational 
rctlvitiea for primary rchao1re - 

4. 

tveluation Team Leader, - Admin. A.ssiataart and Aasiatant  Taam Leadrr 
begin workt 

- USAXD b t i e f i n g  - develop f i n a l  implementatfon plan by NLT 5th day. - contraa tor  and MOE briefing/orientation - h i r e  local team members - roview projec t  documents' 

Pta8ent  a written d r a f t  report Englirh and Spaniuh to USA10 a t  least 7 
wotking day8 before t e a n q 8  planned dapartura data ,  bollowed by a 
Laedbwk roarion with UIAID, conttrctorr and Wt.  

Present 8 wtitten final adraft" t o  USAIP, incorporating taedbsck a8 
rpptoptiate, prior  to departuta. 

Provida'lS copies in English and 15 cople8 in SprnE8h of  the final 
rpprovad tapor t . .. 

The contrrctav w i l l  develop 8 f i n a l  report  using the atandarb U6AID 
Cv8luation Repott tormat, including PtS format for the tracutivm 
SuIVUlll ty e 



, the cantrratot wikl drvslo 8 Pin61 w p o r d  uaing tho dtrndrrd U8AZD 

8umr rc y e  
P tvrlurtion Ropott tofmrt, ncluding PC8 formsk €or tho Ureoutiva 

The report will contain the finding8 end concluaiona and, baaad on 
thaaa, r sat a t  rsaammondrtions t h a t  arn be rctad upon bx tho UBAID 
and/or the GOES in tha daaign and implomantation o f  futura projootn, 
I t  rhrl l  cofrtrins but rrot be limited t o  the h l l o w i n g t  

0 ,  w_ar- under' whlch tha svalurtion vrr 
csrtiad w t r  

C. A & _ t h s m e t h a d a l e l a y ,  utilized ta, crlrtry out' 
conttaatod grskr will be erplicitly ouklinad, and any deviation 
froa tho aontrrdtsd #cope of work will be documented rnd 
explrinedr , * , a  

1 

D. An including'the urposr of  tha ovrluation, P the methodology ured, tindings,'conclur ona, and 
tacommenbations: i t  should be compl~te enough so that the t~admr 
can underatwid the eval@tion without havlng to te4d the ontire 
document; tho aumary s h a l l  bo r aeU-contsined dacumant; 

- . t. A clesu presentation of rvalustion tsco~anbstionr, md 
lor~ona learned in sepatata sections of tha rspoct, 80 that tho 
rerdar may easily locate them. -- 
A, The contractor w i l l  meat weekly to brisk Mirrion and )rZOt ontho 
ovaluatisn. 

. The contrrcCor@. chi& oC Prcty and team will pcrrmt  r dr i f t  
tupozt a d  brief Wireion. contractor a d  NOS s dr I bafora tho I end 04 their rrtay in El Sslvrbot, The btiafing w 11 covet tha 
findingn, conclurj,ons and tecolamen4stio~8 of the evrlurtionr Worn,  

C. Tho USAID will amvi*wr ~ g g e s t  changer i f  nassaty and mrko 
comentr to bo incotpotstcd in to  tho f i n a l  report r a  apptoptirto. 

9. Tha finrl.tapoct with 13 capie8 in tng l i ah  and 15 coghe in 
UpanisA will bo due 20 dryrs r f t e t  the contractor hrr USMD . 
apgtsvrl tor tho tin81 roport. 



Th'is ovaluatlon waa a coll~barat1vo effort of a U . S .  
conaultlng firm, the Institute for International Reeearch, the 
Oovrrnmant of El Salvador's Mlnietry of Ebucatlon, and certain 
other Salvadoranr, Tho U . 8 .  conauitant repreaantation Included 
six mombers, four spaclaliet, in projoct management, engineering, 
community development, and education reepectively, and two 
genrralimta including the. Chief-of-Party and an Asaiutant to 
Chlef-of-Party reoponrible for loglatica and editlng, 

To participate full-time in the evaluation the Government of 
El Salvador .'elected seven highly qualified admini~tratorn, 
including two with experience in construction program management, 
of. which -one wao an architect, - 
Upon arrival on I1 Salvador the advance delegation of 
Chlef-of-Party and Asaistant, with screening assimtance from 
USAID, .rscruited as Assistant Chief-of-Party an American residing 
in U1 Salvador with conmiderable managerial experience as an 
executive of an American oc))ool. He in turn helped with 
recruitment of efght Salvadorans from outside the Minlutry of 
Educrtiori. The recruitment process along with the various 
arrangements to establish a suppart office for an evaluation team 
of 22 people, consumed the first five dayu in tl Salvador. The 
Salvadorans from outoide the Ministry of Education included the 
following bi8clplinos: engineer, university professor, five 
teachers and former teachers, three wlth extensive rural primary 
world experlance, plua a rural community specialist from the 
Ministry of Agriculturee 

lollowing recruitment, the team participated in 8 two day 
training session led by the U.S. consultants,'nuch of which 
mesoion conmisted of on the job training in developing functianal 
area questionnaires tor field work. 

lor thim work, am well-as much of the later work in the 
ovaluation, the team was divided into four functiunal teams for 
adminimtrstion, conunity davelopment, administration, education 
an4 englneering/construction, respectivefy. Each functlanal t4.m 
developed ite questionndires to be used in the field research as 
members of the interdisciplinary - field teams. 

TOP fiold research the team divlded Jnto three interdisciplinary 
tmrm of five to mix members each, typically including at1 
engineer, a community development specialist, an educatlon 
mpeclali8t and a peraon experienced in education management. In 
addition 8 fourth tear concentrated principally on management 
10cuar at the headquarterr of the implementation agencies in San 
Salvador. 

The field teams proceeded to the PieJd tor two day. to test 
thair questionnaires. They then returned for one day to 
incorporate their field experience into the final questionnaire. 



Thon followed two and a halt weeks in the tiald interrupted 
by one Salvadoran holiday, which wa8 used along with 

. intervening weekends for proceasing data'and producing 
pral iminary conclusions and rsco:nmenda91ons . Then in the final - 
week of the evaluation a dratt report was submitted to AID 
Mission and discussed with concerned members of the Mission 
prior to departure so that Mission conunenta could be incorporated 
in the final draft. During thm @are flnal week portions of the 
roport were translated to Spanimh, or in aome csaes Salvadoran 
contrlbutfonm retain'ed in Spanlmh, and premented to principal 
officers of the Miniutry of tducation. 

Yield aamplfng consisted of randow choice among the 3,000 
Salvadoran olementary schools, one of every t m ,  Thie 299 
mchool sample was reduced to 168 by crecurity~'cone1derations; and 

" 12 other mchoolm wero f o u n f t o  be lnaccesrible for practical 
purporem, leaving 8 sanplo.of 146 to be vieited from the original 
299. O f  those 146 school#, 120 were vieited along with 12 other 
non-sample schools which were visited by mistake or by 
substitution for lnacceesible schools. 

Accordingly the sample is not completely' random, skewed to 
some degree by security, and inaccessibility. These factors along 
with the small size of the sample, less than 5% of the total, 
mheuld be taken into account in attempting projectims from the 
data . 
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ANNEX 4 SUMMARY OF RESPONSE TO INTERIM EVALUATION 

Response to the principal interim evaluation recommendations as 
summarized at Section-1.C at pago 3 was as followa: 

1. The number of classrooms for constrtaction and reconstruction 
under the project was not reduced. Rather, through outetandlng 
performance, the original target numbers of classrooms for both - 
reconstruction and new construction were met or exceeded within 
tho four years for project lrplementatlow. Soe Section 1I.A at . - 
page 4. 

2. In 1aplementatlon.of the school maintenance program the 
conscious decision was made to emphasize thw role of the 
communlties. -It 1s now apparent, however, tnat there 1s need for 
more involvement of the regional MOE/DCH offices in,providing 
necessary support and nupervlsion for such activities. See 
Section 1I.C at pages 19 and 26. 

3 .  No specific administrative or management plan was prepared 
for APRE to address the r~equireaent8 of the technical components. 
APRt staff was mubmtanti8Sly augmented followlng the interim 
evaluation, without, however, any specific provision for a 
procedural expediter. See Section V, page 62. 

4 .  Adequate provlsion was made for allocation of ~ ~ 4 8 0  
contributionm'to .pecifSc project rctivitiem, and much 
allocation8 did reflect the conparatlye advantage of PL40O funds 
relative to grant hnda for certain use.. This objective was 
accomplished through inpleaentation letters without need tor 
project agreenent amendment. Sea Section V, page 72. 

5 .  While mction plan8 for the project componentu were never 
fully intagrated'into one document, APRG, StTEFB and AfD did 
arrange increased intagration of the component action plan8 with 
disburserent8 tied to completion of  such plan., and satisfactory 
procedure8 tor amendment of action plan* were ertablished. See 
Section V, p g a  62. 

6. While at feast one joint tralnlng program in project 
administration was carried out subsequent to the interim 
evaluation, in the evaluator8' judgment more should have been 
done to carry out this recommendation. See Section V ,  page 67. 

7. To the knowledge of the evaluators no semi-annual or other 
major periadlc workshops were conducted for implementing agencies 
to jointly addre88 project implementation problems. See Section 
V ,  page 62. 

8. .The Univerrrity of New Mexico did provide technical assistance 
and in-servke tralbing as part of it 8  contractual duties. We 
were aorry to learn; however, that RONCO, wblch'had successfully 

&r ? y" 



managed nost of the project procurement, left El Salvador without 
providing any technical.eosietance or in-service training to 
approprhte personnel of.APRE, SETEFE, MOE or other implementing 
agencieo. See Section V, page 89. 

9. The ~niversity of New Mexico, working with APRE and the 
Ministry of Education, has been working to integrate the planned 
management information oyotea with the existing MOE information 

- baae to include data capture and preliminary proceasing at-the 
regional and aub-regional level. While we heard considerable. - expseaaion . of disratiofaction with tho tschnlcal assiatance' for - management information oystemu, we were informed that this would 
be the subJect of Jntensiva technical assistance over the . 
remaining three months of the project. See Section V at page 63 
through 65. - 
10. On various occasions distribution of school furniture, 
equipment and supplies occurred prior to completion of project - 
funded ~choolroom construction. Unfortunately on some occ~sions 
such distributions were motivated nore by political than 
technical considerationo, and were carried out in such magnitude 
and hasto a8 to lack appropriate accountability. See Section I11 
at page 37. 



ANNEX 5 DATA ANALYSIS - PREVENTIVE MAINTENANCE 
MANTENIMIENTO PREVENTIVO 

ANALISIS De DATOS 
(por Escuela y por Tipo y Reglon) - 
(Este anexo incluye datos recolectados al 18 y i9 de Septiembre2 

:Clava: dCR= Occiderlte Rural. OCU* Occidente Urbana, ORR= Oriente Ri : rc? .  
ORUs Oriente Urbana, CR- Central Rural, CU- Central' Urbanc) 

1. Numero total de escuelas visitadas. 
OCR: 2 9  QCU: 12 ORB: 24 ORU: 12 TR: 27 C ~ J :  i á  TCITAL: 123'  

2. Murnero de escuelas no participantes en el Componente 2. 
QCR: 6 OCU: -- ORR: 4 'ORU: -- 9: Y c U ~  4 TOTAL: 2 1  

3. ?Jumera que han recibido capacitacior~. 
OCP: 23 OCO: 1 2  ORE: 20 ORU: 12 CR: 20 m: x TOTAL: ?f 

4 .  Numro en que por lo henos dos informantes comprobaron y2c se ha 
compartida la  capacitacion con maestros y!o can la conunidad. 
CCR: 21 OCU: 6 9 R R :  9 0P.U: 4 CR: ? C!J: 1 X T A L :  4 3  

5 .  Numero que han recibido las herramimta3. 
bCR: 23 YCU:  10 ORR: 18 ORU: 12 CR: 13 CC: V ?'??A:,: '76 

. Nizmero ~ u o  no las han recibido todavia avnque han recibifio la 
'capacitacion.' . 
OCR: -- OCU: 2- ORR: 2 ORU: -- CR: ? CU: 7 T3TAL: 5 3  . 
9 .  Numero (de escuelas con herramientas) sr, qrld maestro* n': sa5ian Se 
las herramicntan. 
3CR: 6 OCU: 7 ORR: 3 ORU: 4 CR: 4 CU: 2 TtI'IA!, ?F 

8 .  Wlmsro (Ce escw!!as rm herramientas) en que padres de familfa ne 
aablan-de Iaa harramimta8. 
O C R : 1 4  OCW: 8 ORR: 3 9 :  ? C?: 7 CU: S TOTAL: 4 4  

9. Ncmero {de escuelas can herramienta$) e: que los padres de familia n= 
tlfrnen derecho a usar las herramientas. 
OCR: -- OCU: ? O R R : ?  QRU: 2 CR: 3 CU: 1 TCITAL : C - 
10. Numera (de escuelas con herramientas) que han sufrido pet*f351ñ9 ?e 
herramientas par robo u otra causa. 
OCR: 5 .  OCU: 2 ORR: 1 -  ORV:-- CR: 3 C11: -- TOTAL: : 1 

3 1 .  Numero que han reportada uso de las herramientas para mantenimia~tc 7 
aejoraa . 
3CR: 21 OCO: 9 3R3: :S ORII: 3; : 15 Y ' J :  C. TOTAL: 7 3  

I 
1 



1 4 .  ,Numero qué reportaron uso de los manuales y , ' o  las f c l l e t ~ ~ s .  
CCR: 5 OCU: 4 ORR:  3 ORU: 1 CR: 2 CLl: 1 TO,?AL: ! 5 

15.  &mero en que las maestros sabian que hablan manuales. ' 

OCR: 11 OCU: 8 ORR: 12 ORO: 3 CH: 7 Cl f :  3 TOTAL: 4 4  

1 6 .  Numero en que gacires de familia sabían que hahian manuales. 
OCR: 2 OCU: 1 3RR: 3 DRU: 1 CR: -- 'CII: -- Y T A L :  6 

1:. Numero <u@ rnelbieron (o an *u. 9 d s .  obsarvacor.) cartclrs del A P R t  
sobre 91 mantenimiento preventivo. 
OCR: 3 OCU: 3 ORR: 12 ORU: 4 CR: 7 CU: 4 TOTAL: 38 

113. lJumero que reportaron usar los carteles para planeer a erissnar a ?oe 
alumnos . - 
3CR: 5 OCU: 1 ORR: 3 ORU: 1 CR: 2 m: -- TTI'TAI,: 12 

13, Numero en que hay serio problema de fa?% Ce comvnicacion cztra !a 
.3ircccir>n y personal docente. 

OCR: S OCU: S 3RR: 10 ORU: 6 CR:  7 ~ t ? :  ? TCYAL: 4Q 

.- 2 0 .  Numero sz que hay rsrio problema de f a l t a  de comunicaciar; r n t r e  1 3  
~scuela y los padres de familiac 

- 6CR: 10 OCU: 9 .  ORR: 3 ORU:  7 CR: 3 5 :  B YOTAL: 26 

2 1 .  Numero cpe regortarorr haber hecho 2n plan de maritenin:erita :r;ce no 
sac el plan o memorir a n h l  de labores). 
OCS: 7 .OCIV: O ORR: 1 ORU: 1 . CR: 1 m * Z TOTAL * ? 5  

22.  Numero que han cu~plido o catan cumpliendo su plaa. 
Oca: 3 OCU: 2 3RR: 1 ORU: -- YR: 1 C t l :  1 TOTAL:' 10 

4 

2.3. Nuserc que han recibirlo v i s i t a  de asguimimtc Ce'APRE. 
?CR: 3 OCV: 1 ORR: 1 ORU: 3 CR: 1 C'J: -- TOTAL: 12 

2 C  IJccmra qcre r5ciben colaboracion economfca de los gncires (!e Z m f  l i a  
,?ara e1  mantenimicrrto o para h c e r  meJoras. 
OCR: 27 'OCU: 13 ORR: 23 OR'J: 2 1  CR: 25 CU: :3 TOTAL: 212 

25. Numero en que los padrea de familia han apartado mano de a b ~ a  
vsluntnrh para mantener o mejorar l a  escuela,  
6 C R :  27 OCV: 13 ORR: 19 3 R U :  8 CR: 23 $15: :O '!'C.AL: 109 

. 25. Numero en q*le pdres,'madres colaboran por igca i .  
QCP: 1 0  OCU: 7 ORR: 8 3RU: 6 C I ' :  11 CU: 2 TO?AL: 2.i 

27. Numero en que wjeres colaboran mas. 
OCR: 8 OCU: 4 ORR: 10 ORU: 7 CR: 12  C f l -  7 TOm.IL: 49.3 

2q.  Numero ar. qre por l o  m m ? r  !:m informante ir,d?cz ?*:e ?.= razsr. r-r ;s. 

arryar 2nrt iclpaciari de 5h;JSrm ;crá".yue fiabla muchas madres .~a! i - i . s .  



29. Numero en que hombres colaboran mas. 
OCR: 3 OCU: 2 ORR: 3 ORO: 1 CR:: 

3 0 .  Numero en que colaboran: 
a. ~utoridadea locales. 
OCR: 17 OCU: 10 ORR: 16 01,ir.3: 9 CR: 8 

b .  Empresqs. 
3CR: 8 OCU: 2 ORR: 2 ORU: 1 CR: 5 

c.- Cooperativas. - 
OCR: 6 OCU: ' -0. ORR: 1 0RU:-- CR: 1 

C.. Znsti tuciones bcnef 1 cas . 
3CR: ' 6 0CU: 1 ORR: 2 ORU: 5 SR: 7 
s. Instituciones estatales. 
3CR:  15 OCV: 6 ORR: 14 ORU: 9 CP:-10 - . Individuos (que no sean padres de familia) 
OCR: t! OCtl: -- ORR: 3 ORU: @ 2 CR: 3 

2 1 .  Numero mn que alumno8 hacen reparaciones o 
de !%m herramientas. 
X R :  16 4CU: 6 ORR: 8 ORU: 7 CR: 13 

. , 

mantenimiento haciendo csc 

CU: 6 TOTAL: 56 

CU: -- . 

Sll: 5 

cu: 7 

1 1 

'rlT'!'A: * 

TOTAL: 

TOTAL : 

TOTAL : 

TOTAL : 

TOTAL : 

TOTAL': 

m * ?  ~ 3 . A . e :  

32. Numero en que alumnos hacen tribafos ee jtzdin ó canse haciendo uso 
de lae herramientas. 
OCR: 21 OCU: 5 ORR: : cm: e CR: -11  CU: 3 TOTAS: 63 

" 

33. ~umeio en' que elumnas hcmbrcs reportaron uso de las  herram tr?n?as. 
OCR: 4 OCU: 6 ORR: 1 ORU: 5 CR: 8 CfJ: -- TCTAL: 24 - 

. 34. Numero er. qrr5 lcs alumnas hacen p c o  o nada 4e USO da 18s 
herramlantas (2orqne hay conserjc u 3tras razcnes ) .  

- % E :  2 O C U :  4 ORR: 3 ORU: 3 CR: 2 .  C U : - -  TOTAL: 14 

5 5 .  ?h:nara en que se..reporto un impacto paltiva en los alumnos debdda rr 
su partieipac&on en'tl manteniaiento da la escuela. 
OCR: 21 OCU: 10 ORR: 2 9  ORU: 11 CP: 17 CU: 9 XTAL: Q8 

-. 36.' Nuinero en que se reporto ua impacto positivo en los alumnos m:: 
nencion especif'ica de las herr~mienta~. 
OCR: 1 2  OCU: 2 ORR: 9 ORfJ: 6 CR: 10 CU: ? X I T A L :  4 2  

37. Numero '1-ldc paCres./madres de familia'[-O que r',ifc?ron q1:e ?a 
condlcion fi8ica de la escuela influye en la asistencia de las hijos 2 :E 
e s c u d a  (indican cuan.tos ?or escuela s i  son mas do uno). 
ÚCR: 18 QCU: 14 ORR: 15 QRU: 2 1  CR: 18 Cfl: 12 TOTAL: 85 

V .  !lum@ro reportandrj obras mayores de mejoras hechas par la comunJdad c. 
can fondos d e  11 conunidad. 
W R :  13 OCU: S ORF!: 3 30!f: 3 CP: 8 k ~ : -  3 TC'TAL: 9 R I 

d' 



39. Numero de estas obras hechas con uso do las herrarnientira. 
OCR: 9 OCU: 2 ORR: S ORO: -.- CR: 6 Ctl:  2 T3TAL: 2.13 

40. Numero en 
para m o J o r 8 ~  
OCR: 11 OCIf : 

que la comunidad paga mano de obra para sdantanlmlsnto a 
(incluye pago de conserje). 
8 ORR: 7 ORU: 9 CH: 5 CW: 5 TOTAL? 45 

4 1 .  Numero en que la comunidad paga a maestros. 
OCR: 1ü- OCU: 1 ORR: 6 ORU: 2 CR: 6 CU: -- TOTAL: 2 5  



JUEGO DE HERRAHIENTAS 

1 - JUECO DE DESTORNLLLBDORES 
1 - U I C A T E  
2 - LLAVE CANGREJA - - una da LO - una da 8 
1 - HARTILLO DE URA 
1 - PICO 
1 - MACHETE 
1 -  CUIU. 
1 -  PALA 
1  - BARRA 
1 - CERRUCHO 
1 - CINTA W T R I C A  DE ACERO 
1 - CEPILLO DE ACERO; 
1 - L I W  DE 1 / 2  a~ 
1 - ESCOFINA. ' 
1 - ww 
1 - MIDEL 
1 . - CUCHARA DE A L B , ~ ~  t t  
1 - HARCO P M A  SfUtRA 
2 - CUCHILLA PAM SIERRA - UNA DE LO - WA DE 1 2 '  

m 1 - ESCUADRA 
1 - PLOIWDA 
1 - CISCEL 
1 - CINCEL STANDAR 
1 - CARRETILLA 
2 - BROCHAS - - UNA Dt 3 - UNA DE 4 
1 - 'IREPMO 
1 - CANDADO 
1 WA  PEQUE^ PARA HI:RRAHIEY~AS - 



MMISTLRIO DE E0UCAC:CtI 
M N I C T R A C W  DEL PROVECTO REVITAL!?ICKfN DEL SISTEMA EDUCATIVO (APRJ.) 

HERRAMIENTAS O€ MANTLNUIiENTO PARA fiEGUNES 

- .  w h a .  l w p  JÍ la ha),: $", . , rrichó , . a  de la 
hoja: 4'. :. .. . ,,L. ..- . 

, .* . : :a~, ' . : , . : .~  . .. 
. ;j2:?;ssj; 

-m-- -1 . --.--a 1 PWO: ir M..SCO~S.IU~: in: * 6.00 . 
o** a l i m i h f .  

Nivel 6 Hecho de una sola p k z r  & mqn*sio mvca - 2 1 .S 
de viga l. Par a usó pesado. l w p  12' )(u O 
h tubór apbmrdorw : 2, de tubos n i v c  
IrJwes: 1 

9 E n r o l W  rutómátfco, !wp & Ir hoja S mtr. 7 .W 
/Ir) oCs, uwb 112.. T h  g r ~ w ~ s  
dtricrs i, uqkiu 

1 Peso 6 Ibs., byi'ud de o t e z  1 S', trnrib 16.m 16.a 
& cw; 2-~/8", tunado del ojo 14 /tm x 
1-1 /4' Acero 11 crrW. 

A L *  -B.- ..-.--S4 

4 Pwr lo& tw JI, cia?lrUo en m t r l .  Corte 
1 i?', lwp 6'. k w o  )wnqonJ de alte 
ír-e 

- 
1 C iorcrJJd 1 2 - 1  ", t rrnaño 3? :os didos e~w's? 131 .!O 131 .lo 

~ i m m i s t r n  1 i Z ' ,  3/4'. 1 '. ,W de :*ñ 111- 
C ¡:p di, c&í:s ?rpu?sta 

lo' 



1 Tipo recto, 1sri)o 1 1', c,rp rciUaQ Z" 

Tratado al uabr. loy i tud de hoja 26' 20.00 

Con mango de Tenite, juego de cinco pktrs, 
con hojas de : 
lu* keho 
2-344' 3/32' 
6' 3/32' ~ e v e s t h h t o  & ñik 
6, 3/32' 
6-3/4' 7/32' Hojas atslrboru 
a- SAC' 

Cwtr dobb en unkr lados. Corte rwilb 
m ambas orillas. luyo 8', tunrib nchr, 
x vueso 25/32' x 13/64' (3/4 x S/16') 

Corta &bk +n ambos lados. Corte smcitb 
en mbrs wilkr. lwqo lo', tmuio ncho - 
xgrwro 1'x lid' 

Tijera pw a eort w lámina 



alto 1 t', trrn.rh Nf 2, mrnqo de nor)rl, Iar- 
go do m n g o  SS', hoja do sowe ( r i b d o  tiro 
mtcmente. 

1 De M@, dibnílro: 1 '. tm&b S' similar 3.00 
a burrs & orefa de tekglrfista. Peso: 1 3  
libru. 

- 
1 3 1 / 2  pks &Ccos. Modeb de m u c ó  de rce- 70 .O0 

re. Con Wa & hule 

1 P u a  todo ~ ~ S i t 0 ,  krgo d4 la hoja: a-, 7.00 
hojas & xwo, mango de plhtico 

- 
CImbhcibn de desatoinillrikr y pmbador . 
de circuitos, w usa m circui~as do 80-300 
vonkr 

iiuha rk r k w h  de w r ó ,  fw jada a mw- 
t*mle y 1 r ~ t J a  en calimte, lucy, 10', ca- 
prcirJaú 1-1 18% 

* 



T O T A L  



MNEX 7 - TEXTBOOK COMPCINENT r L  , 

--.------.-- 

TOTAL 43,552 

3. Total teacharc - 
Toaal. d r  Maestros . 1753 

4. Numbar ~f students overage lar  1-5-Grade 
Numero do WRas sobre Edad Educptiva de 
lo. a 60. Orada 

S. '?tal Enrol?mrnt of 1llSchmls Interviewed Y ?  ME 
M a t r i c u l a  Tot -.l d e  111Fscm!a3 Entrevicf d a s  41,493 42 ,0ó6 

49.6% 50.4% 

TOTAL 83,366 

6. Numbmr of otudantc i n  th8 cemmunity nút i n  
Pasic Educitinn School f r ó m  1-6 Grade 
Nhers  d r  NiXas en las Comunidades que NO 
Reciben Educ=ribn BAsica de Lo. a 60. Grado 4,775 

AfiO No. ESCUELAS AGO No. ESCUELAS 
Y E M  No. SCHQOLS YEAR No. 5CHOC)Co 

19€?9 a ESCUELAS - 





2. Chaqgen i n  thz new program ~:+f st,-rdias.  

4 . Zcppart c!~cuaents. . . 
3. I n s t ~ u c t i ~ s n a l  Materials; 

. . 
. r .  ._ 





Nibol N i v e l  , . 
do Apresto de Libro 113. 

dm 
r i  
dama 
C O W  
rlo 
dado 

- 
palo 
gmlota 
amal . 
papa 

UV. 
dado 
p i  la 
P~P. 
lima 
nido 
r i t o  
cama 
tom 
.of & 

pelota 
pino . 
sapo 
sep. 
pa.0 
030 
pi ria 
boca - 
sopa 
tomate . 

*f. . 
:- 

nt~es t PO 
por t r rvor  
yo mimo 
pumblo 
tmmprano 
mandar 
crea 
s i  lmnc,iosamente 
cuidadosamen te 
mcho . . - . . = ,  

. ..,:e... . . 
'a 1 

ciudad 
mmd io 
rommto 
agur t ado 
vario. 
soli tar io 
dPbu ja 
hasta - 
recta 
axcSrrnado 

decidido 
servido 
sorprendido 
quieto 
~ j ~ r a d c ~  
ciar trmsnte 
entrado 
realizado 
Interrumpido 
chocado 

ewca.0 
di3sarriol lar 
considerado 
discutido 
por tado 
er~p14bndido 
conocido 
mscrpado 
aar io 
sin duda 

puonta a 

comercial 
el irninar 
aparato - 
comentario 
elemmntario 
nmcasidad 
galwla 
relatividad 
cholmr 
d a  crmionas 

nivwl instrucciónrl. 



is .s!.tustcud about !S h i l c t m e ? ~ r s  f m m  Santa ;Ina in t h e  Cccfdent: - 
region. Access  to this school iq largely by foot  over v e r y  i-oltgh 

m a d s  sspecially during the rainy season. Thle apprw;ima teIy- 17': 

sfude~tm who attend, t h i s  *chahl+,,walk an average o f  10 I/i!ometev=. 
. . .:,, ... ,, - '-' . . r; ; .. . , ' 

Tea teackori'  must walk t o ,  and t r ~ m  schaal' a total  .:at ' 
,. . . k .. "'$! .. . - 

..,;J,>:. ,. ;I.. 

- '~p<ruimar; 'a~y'  30 kilometers. They s t a r t  their  trek s t '  . I  4 

,.*a: ?av.nit%d. ? f f a r  f h e  small groups hac! finished, tb;e e :~? ir 'a  - 



- 
Tb.e tenchmr had to leave the room for i n t e r v i e 0 d s  w h i ! s  b c t h  

classes c a r r i e d  on w i t ) :  t h e i ~  assi*gnn~ents and were d i r e c t e d  hy a - 
- rorpG I:I+ cnoetC tors .  Eome. members ' a t  our g roup  3 ? ; ~ l !  od thc11cycl * b e  

rows obieiving their 'wdrk and a s k i n g  them to read. Their rarCi7q 
. ,J ,:: 

was excepti;na?ly good as we1 1 as their c r s a t i v e  uriting. 



intslligent children. 



triad to suppcrt i n some way !#ha$ t h e  other was prewmtl n ~ .  1 5 6  

i.r yaups. t h e y  ware aal? examining tho t e n c h w r  guide ~ I ' . h c v t  



an; q p e c i f ! , ~  3t.1~ I 8 I. ,fi a*# P, 2 t #:, I ? I - : I ~ ~ ,  P (2 f , , t .' 

1. That: t h e  d e l l  v e r y  of t h e  message was based t a r  tp 

heavily on verba l  communicatlan. 

8. Tho verbal puesentatilslns appeisrec! to have bzen 

class. 



for dslivery o f  tFn me9clage 0 @~sFng I;extbcd:=, 

v i a  a i d s  and pract . i ca l  activities ir: the #.:ZS -:? 

te!t t b w k s .  Y e t ,  there vsc3 n ;zdf z s t i c r  o f  - i ~ > *  

creative, dramatic or even inspiring. - 



ANNEX 1 2  
PROGRESS REPORT 

CP TO APRXL 3 C ,  1989 
EDUCATIONAL SYSTEM REVITALIZATIDN PROJECT 

QOES/AID 519-0295 
COMPONENT IV: TRAINING 

ACHIEVEMENTS TO PATE 
I.' Local Training for use of.PLANALIBRE 

T e x t @  
A. Seminar8 for Tratners and Teachers 

''(K& 'week6 each) i - , I . *. 3 .  
8 .  ' ~ekcher Training Shop. at  n&ional #. ;  

level, 1 week each) . - 2 2 4  
C. In Service Tralned Teachers 17,960 
D. Pr8-uervice Trained Teachers 

( I n  Technological Schools) 5 6 1  
E. In Service Trained School Directors L, 350 

In Service Trained Nucleus Directors 4 n L 
I. C Y 

2. Local Teacher Training on New Content 
A. Reading Seminar (lut. graae) for Teacher 

Trainins (1 waok) 
1. Teacher Trrlnhg Shop8 at crtlcnal 

lave1 
a 
L .  Zn Service Trained Tarchers far 

. 1st. grade. $%. Seminar on Population Education for Teacher 
Trainers (3 weeks) 

3. Foreign Training 
A. Master Degree Training-New Mexico 

University - :; 5 
1. 10Master Degmes In education 

(August 87-July 88) 
2. 10 Master Degrees in Public Admlnhtration 

(January-December 88)  
- 3. IS Master.Degrses in tducatfan 

(Augumt 88-Julio 89) - 
8. Two-week Shop/Sminar at  Honduras' ~inistky of - 

Education for Teacher - Tralncrs 15  

4. Printed Educational Materiala 
A. Study Programs [Curriculum duides) 
8. Instructions for Teacher Trainers 

5.  Textbook Distribution 
A. 1st.-6th grade (Distribqted by APRE) 2,112,570 

(Ciatributec! by the Directione of Educational 
Technology and Basic Education) 2,618,337 
rot*: 4 . 7 3 1 , S t E  



BOOK PRINTIN13 FOR YME YEAR 84  TO 88 I V  EDUCATIONAL PROJECT 00E9 

JUL - 84 

DEC - 84 - 
DEC - 84 

. --AY -- - 86 

J M  - 86 

DEC - 86 

NOV - 87 

F4W - 87 

NOV - 87 

JAN - 88 

3UN - 88 

INST. SALESIANO 1st. 21.000 ' 5.64 E 118.SSeJ. 

TREJOS HNOS. 2nd. 21 . 000 2.33 48.825. 

LIC, 8% Am 1st. 20.500 1.39 28.3\7 

TREJOS %llr(OS. 1st. 127.950 2.22 '284.5OCl 

PIEDRA SANTA 1st. &2nd.  539.200 0. 986 531.647. 

L IL I  S. A. - 1-2-3-4th. 2.054.396 2.53 5 .2QO.  55':. 

PIEDRA SANTA 2-3-4t  h m  370.000 1.81 669. 1 CiCj 

CARVAJAC, Sm Am Sthm & 6th. 615.200 . 4.12 2.53S.1OVY 

TREJOS HNOS. 5th.  & 6th. 3. 900 14.82 c- C , "  
. J /  . .-A - 

TOTALS 

6PRE PRINTING: 240.000 1st. Grade Notebooks,. 
40.000 K i n d e r g a r t e n  Notebooks, 
45.000 1st. t o  9 t h  Grade Study Programs, 

500 Tmacher T r a i n e r  t n o t r u c t i o n s .  



APRE FUNCTIONS P5R PROJECT PKPP 

5 Administ rat ion and Manataement 

Over the past five years the ME has implemented two A.I.D. pro ects and 

ths m. 
i one W / U U E S C O  PrOJdct end I8 currmtlly implementif'ql one project f named by 
- 

- 
Ihs MOE's imleasnthg rscord has been less thn satisfactory. In the 

cast3 of the World Benk ProJect, - for exa@a, after six years of slow 
lrclglementatlon, m y  of the p~obleras uem overcw @.the creatim of on 
outorromous special Ymplemhtim wait within the ME. 4xording to  8 recent 
evaluation report: "the special lwlemerrtbng unit has been able to  .invest 
mom funds, to  ccnplete a me&r portion of the Project and t o  monitor - 
activities rtasorrsblv 'huhtea.. - - .. . ::,. I . 8 .--,; ,$. , 

Although progress has bsa uUe  to correct or minldze some of the 
deficiencies 04 the WE, it still suffers from serious administrative and 
managerial weaknesses. brloreover, tRs Mhfstry is subject to lengthy al€S 
proc@ural and legal restrictions which hamper the efficient a d  effective 
iqlanentation of such project activit ies as procurement of connoditlea and 
construction. In addition, the M E  is currently I n  the throes of another 
educat iml p l a n  exercise and reorganization progrm for the period 1983 
to 2000, both o f  rh "P ch could pose significant distmctions if .the MOE still 
wants to rlchleve Ur goals of ths edocrtional p l n  fonulrted in  1983. 

Civen t h i s  situetlan, both the ME 8nd A.I.O. have a reed on the need t o  R, establifi  8 SUJ responsible for ths nanagernent md coord tion of RoJect 
rctivities. Accredited to the a, the, !W w i l l  have dimct access t o  a l l  of 
ths Ministry's divisions in ordet to ensure a direct line of comnurrlcation and 
avoid bureaucmtlc bottlenecks. ' The SMJ w i l l  be created on m ad-hoc basis to 
adnlnister Project related actlvlties. 

- 
The ha w i l l  hove r ProJect Coordinator and a pmhsslonal end support 

staff. The Project Coordinrtor w i l l  function as the head of the Wit ,  
directly under the Minister of ~ c r t l o n ,  end w i l l  have overall respocrsibility 
for adninlstratim md irpfmentrtion of the ProJect. The Coordinator w l l l  
also serve as tht prirnory I l a i m  with and hava d l n c t  access t o  both the 
Unlstet  of Ebgt lon  and the USA10 Mission. 

The tectnlcrl staff dl1 assist  h the development of :lmplemantatlon plans 
and time-phased schedules f o r  carrying out Project activltles. TWy w i l l  
ovetsee the execution of the functions ud resgorrsibllities of their-  
respectlw areas of expert lse md of the SMI as a whole. 

T& se~ection of a11 pmtessional s t r ~  "ill be joint AID/QIES process 
to ensure tht ths best 8nd nost qurlified pe~ople are hired. Although a l l  
persame1 w l l l  be an a host -try contract, A.I.O. w i l l  have t o  concur i n  
the selection of a l l  S U I  staff ,  and approval of any and a l l  contract 
extensions for personnel. 



Every offort w l l l  bo made to  staff the professional positions In the SW 
with axper~snced wOE personnel. However, if qualifi&l lndlvlduals are not 
rvrllrble, the posltlons w l l l  be filled by contracting from wtslde the 
Minist r y e  

R* Sk rlll be amposed of the fol lnlng profssslonal and support staff: 
(1) r On, ect Coordlrutor, Wwlll be assisted In general Project ~nagement 

in by ul rdn I#tmtlyo rsristantr  ud or ,contract/proarremont speclalkt  ; (ii) a 
textbook speclrliat , 'T- , orchltect, construction tectnlclan, and r 
r l n t m e  speclalist o lwnltor speclflc Qroject mqmentr ;  and ( M I  r 
m t r o l l e r  urd an accountant, t o  mrlntain administrative a d  finsnclal records. 

The mJor objective of the SHU is to enable the Project to effectively 
achieve Its goal md purposes. The tesponsibilities and functions of the Unit - 
w l l l  Cover the entire range of the lrngl-cmentatior, process. A mjor aspect of 
t h i s  w l l l  be the development o f  tirae-phased implementation plans, budgets, and 
mnegamt of proJect lnputs in  rmtdance wlth approved plans. It w i l l  be 
responsible to t  the rccountlng of a l l  Project tunds.and for m l t o r l n g  and 
tcportlng Project . , rc t iv l t le r  . 

'" 

rr* &;ta of ttw f w ~  m proposed for ~ q ~ r c t  t ~ n n c l n g ,  beguse this 
Unit i a  envisioned 8s a t-rrry entity wlthin the M E  whose only 
mp.wsibllity rill be to plan, coordinate and supervise Project activities. 

To k l p  the carry out its dutles and responsibilities, Project 
i d s  ham beef4 set aside to finance audits urd an interin a d  final 
evaluation. 

Pro fesslonal Staff Salaries 605 
Courterprrt Salaries . 
Opsrrtlng bsts 
k n t  . 
Equipment & Vehlcles 50 
Tectnlcrl Assistrnce/Mit - 60 



I OFlClNAS REGIONALES OE APRE I 




