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EXECUTIVE SUMMARY

PURPOSE: The purpose of the evaluation was to measure accomplishment and lnpacc..
and determine lessons learned from design and {mplementation of the subject
project. '

The evaluation focussed on six basic £l;uol:

1. USAID/GOES/cnntractor rcsponso to the recommendations of the interim
evaluation.

2. Compliance of the GOES, USAID and contractors vith project contracts and
agresments.

3. Project impact on the GOES primary schocl systeam in rolacion to project
purposes of increasing access to and effectiveness of primary education.

47 How existing primary school resources might be usad more effectively to -
achieve thoss project putrposes.

5. Management structures and procedures for project procurement and other
inplementation weasures, with particular attention to identification of

problems and promising practices.

6. Other lessons to be learned from project experience for design and
implementation of future projects.

l.lthough the project vas sxtended three¢ months to December 31, 1989, construction
and repair, equipment snd supply procurement, preventive maintenance, and
textbook distribution and training, project activities were essentially completed
at the time of evaluation.

METHODOLOGY: The evaluation was carried out between August 22 and September 24,
1989, and made heavy use of Salvadorans participation. The 22 meaber evaluation
tean consisted of seven Americans and sight Salvadorans contracted by the
Institute for International Research, and the fulltime participation of seven
senior officlals of the Ministry of Education. The team was supported by part-
time secretaries, interpreters, and other office assistants.

Field research and analysis of datd was conducted by four functional groups:
teaching, school adainistration, school construction and comaunity development.
Dats vas gathered through interviewing participating government agency officials,
contractors, school adainistrators and teachers, students, parents and community
members. The teams visited over 130 schools, aslected at random from throughout
the country, excluding only areas in active conflict. The dats vas then analyzod
and the toporc drafted vith full participation of all team members. Tam :
tcpott v - -
. —’mmlmmmmjv-..

BACKGROUND: When the project was designed in 1984, the predominant U.S. foreign
policy interest in El Sslvador was to help the democratic government, attacked
from both left and right, to prove its vorth to its citizens. Therefore this
project onphaalzod hi;h visibility, broad coverage, and speed of exscution.

Uhtlc d X ould be sought in the course of the ptojoct:, m

------

By 1984 the civil var had severely damaged El Salvador’s education system: most
schools had deteriorated from declining maintenance budgets, and many had been
damaged or destroyed by war; nev teaching materials vere in preparation but funds

]
[
'



were lacking for distribution and teacher training; funds for school desks,
equipment and supplies vere also scarce.

The project design focussed on: construction o

& stablishing a school maintenance system vhich depended largely on
mobilization of community support; furnishing of the 2,800 classrooms plus 1,000
more; and printing and distribution of texts, and training teachers {n their use.

- The project design included a project. implementation unit attached to the
Ministry of Education, but with-better qualified and better paid staff than vas
feasible under regular GOES auspices and separated from the GOES bureaucracy. In
the interest of rapid implementation, all equipment procurement was to be handled
directly by AID and sll construction by private firms.

} , ' NAPWESY che lnpluontal:
improving eoordlnﬂ:lon among iupluontntion agencies.

PRINCIPAL FINDINGS AND CONCLUSIONS

mlr.:lud. rather than feduce the ambitious constructid ;
nded in the interim evalustion, the original targets were
? The recomnendation to distribute fmm
r

eceived oxcessive emphasis, sometimes for reasons unrelated to the project. For
preventative maintenance, the decision vas made to emphasize the role of
communities over regional MOE offices. APRE staff vas substantially
strengthened. Implementation letters programmed PLABO local currencies for
specific project activities. N

——t

Although there vas substantisl improvement i{n implementation planning,.the
response to recommendations to improve cooperation and coordination among
implementing a;onciu . Similarly, recommendations
directed at training { and othervise maximizing project
experience and expertise left behind by expatriate contractors ggiViiiNEIshasn
SR ERG o

The automation of MCE management information systems has not progressed well, but
this wvas schcdulod for incressed esmphasis during the project extension period.

A more dotlllod sumnary of the response to the interis evaluation recommendations
is contained in Annex 3. .

: This evaluation is not s
compliance sudit. Overall, we vers much impressed by obvious efforts in project
implementation to keep project documentation and practice in conformity with each
other. RONCO’'s procurement performance, in particular, appears to have been
exemplary. While we heard the usual cosplaints of delay in contract processing,
they did not relate to failure to provide resources.

¢ In terms of schoolrooms and
their furnishings, maintenance tool kits, text books, equipment and supplies, the
project produced results that were substantisl, nationvide and on schedule.

] i



LO?Q
Through tstanding efforts by many people in the vapious implementlng agencies,

ric bjeotivescarera.achisysd. pE axessded:

However, the project agreement and authorization defined the purpose of the

project as helping to restore the effectiveness and accessibility of Salvadoran
primary education to preconflict leveis. The Salvadoran education system has not
employed standardized achievemant testing to determine {ts effectiveness. As to
access, the conflict has enforced massive migration of populations toward urban ‘,‘
areas from rural zones of conflict. Veghausrébifivutopsthave

the owrrel it Y TICUI VIt Preveonfiietalovel svemn, -

. .The construction of 400 new classrooms and rehabilitation of 2418 others, has
gone far toward assuring that no student i{s denied access for lack of school
rooms. Our random-sampling of both urban and rural schools disclosed no schools
at vhich students had to be turned away for lack of facilities. We did, however,
find some schoolrooms in disuse for lack of teachers.

As to effectiveness, in the absence of objective test results, our impression of ‘:?
teacher performance was favorable. Classes averaging 45 students per room
approximate historical ratios in El Salvador. Teachers have probably never had
stronger logistical support with educational materials, furniture and supplies
than they have enjoyed under the project.

' 4

Textbook distribution and teacher training systems took so long to develop that x
there has been little time for measurable impact. Similarly the community based
preventive maintenance program has been sc recently activated, that their effect

on education affactiveness cannot be objectively measured.

BRI raining in textbook use reached most teachers, but without adequate
depth. For preventive maintenance, most eligible schools were reached with the
combinat’on of tool kits and training and the tool kits have had significant
impact. However, the preventive maintenance training has had only & limited
aultiplier effect because of -poor communication within the schools and weak
linkages with the communities. The preventive maintenance manuals were not used
effectively during training and not distributed widely after training. Both the

toxtbook and prcventlvo -aineenanco com onenta sutfer fro- the generally
) e o TN > . NITP S0Ucacionat=dystem.

v : The project investment in new and
rehabilitated school rooms, textbooks and maintenance tools, and training for
their use, are nov joined with other Salvadoran education investments. These
investments vill only yield their full return {f systems for support and
supervision of teachers and communities trying to use the new resources are
isproved. This requires policy measures in professionalization, training of
supervisory level personnel, and reform of the adninistrative system and
structure to permit higher compensation for fewer but adequate numbers of
personnel.

While the project provided for construction of three regional headquarters vo

suppo ized administration of the education systea, i‘§!‘€%¥“ y

“im{(mmg Effective decentralizECidn- \
ficiency fn management has yet to bé accomplished.

i1l




For supervisors to be effective, they must be mobile, which requires adequate
field expenses, vehicles and maintenance expenses. The textbook content and
training suffered from a lack of field input; decentralized supervisory systems
should include adequate provision for feedback. The project provided for an
automated management information system; much work remains. to convert hardvare,
software and training into effective systems for managing human and material
resources effectively,

¢ A private U.S.
procursment tltl. RONCO, was contracted to procure all school furnishings, .
squipment and suppifes. At AID’s insistence, RONCO hired Salvadorans and
developed and drev heavily on their cspabilities for in-country procurement
especially, thus building procurement competence in the Salvadoran private
sector, if not in the lﬂniury of Education.
The University of New Mexico was contuc:od to ptovido the t:ochni.cal advisory
services for training teachers in textbook use and school and community personnei
in preventive maintenance. Eventually the contract was amended to include
architectural and engineering oversight for the schoolroom construction and
rehabilitation, as well.

A nev Salvadoran agency, APRE, within the Ministry of Education, was established
to adninister the project. Authorized to compensate staff at levels
substantially higher than the Ministry of Education, APRE attracted higher
calibre staff from MOE on detail as well as.from the private sector.

Project managesent and procuresent vas organized to favor quantity and speed of
project implesentation over imstitution building in the Salvadoran education
systes. The extent to vhich the Ministry of Education was cut out of project
{mplementation increased as the project advanced. APRE experisnced substantial
groving pains, but as its capacity and that of UNM {n the field grew, project
implementation roles gravitated increasingly toward those two entities,
particularly UNM, s . APRE wvas particularly successful in
building a c.pablo organization and system for distribution of equipment and
supplies to the schools.

Frustrated by slov and cumbersome Sslvadoran construction bidding procedures, a
nev procedure for selection by lot among prequalified contractors, the price to
be determined by supotvlun; onglmot utlucu. vas dovolopod by UNH e

targets. _

UM and APRE collaborated on an impressivu system for computerized monitoring of
construction progress, which significantly facilitated prompt accurate reporting
and strong management oversight of construction activities.

At the same time, the morale and performance of UNM field staff might have been
improved by more delegpetOtrUT " TUThWOrboyatanthanfishdemiiany matters were

referred to Albuquerque for decision, or by-passed the UNM field staff

completely. UNM's substantial field presence might have been used to improve %.

communications with USAID/El Salvador, and thus minimize tension and
misunderstanding between the two institutions.

iv '



Design and Implementation lessons Learned: The project demonstrated that
anbitious numerical targets can be achieved vhen sufficient priority is given to
production and speed. But the price of this strategy was a consequent loss of

t. The MOE, if anything, lost impli:mentation cupabilitcy
by establishment of the special implementation unit. APRE sbsorbed many of the
MOE’s best people on detail gnd was destined to disappear or substantialiy
disband at the end of the project, with {ts staff reluctant to join or rejoin the
MOE because they had becoms accustomed to substantially higher salary levels.

universities perform more effectively

es. The relative success of UNM in

¢ n derived more from the strengths of individuals than from
the institution. In other instances, UNM experienced considerable difficulty in
providing strong mansgement for the heavy operational responsibilities “assumed

under its contract. ) .-

Although thexre has been scant opportunity to test the relisbility and
sustainability of community based systems organized and equipped under the
project, we commend the emphasis on community {nvolvement in school maintenance.
Ve vere {mpressed by the capability and interest in the communities, and believe

that cargfulweuningswiil prove tlie cost-effectiveness of such a system.

PRINCIPAL RECOMMENDATIONS

Project experience further indicate

in

Construction: While we do not recommend continued emphasis on new construction
for the MOE, the GOES should continue to reform the construction contracting
system to expadite process and rsduce vulnerability to nontechnical
considerations.

: The GOES, with USAID assistance, should take further
measures to consolidate and strengthen community-based preventive maintenance
systems. These measures should include furthsr tool distribution, incorporation
of a practical training component, extension of{ the training program to include
teachers as vell as school dlrectors, and many more community leaders. The
manuals should be integrated into all types of training and distributed to all
trainees and to the parents associations. Follow-up capability should be
strengthened by providing more personnsl and resources.

Teaxthooks: The GOES should take further méasures to establish and support
textbook use in the system. Such measures would include deeper training with
more teacher input in textbook and training content, counseling and supervision
at the regional level, clear cut MOE policy encouraging maximum use of textbooks
and eliminating teacher liability-for lost and damaged books, and assurance of
textbook availability in the future.

‘s substantial investment already in th

Agai
shoul

Administxation: For future projects, AID and the GOES should be leery of
separate project management units unless the situation be such that the
advantages thereof over the short term clearly outweigh the long term
disadvantages.

oy - .
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1. INTRODUCTION
A.  BACKGROUND

Before wrecked by civil strife starting about 1979, El Salvador'’s education
system vas considered among the better in the region. With the onset of
hostilities, school buildings were destroyed or suffered deterioration from
.lack of maintenance, teachers and adaministrators as well as students and their
"fanilies fled the zones of conflict, and budgstary resources were directed
tovard the military. shead of education. The sducation budget as_a percentage
. of the national budget dropped from 21% in 1978 to 16.8% in 19831, and dropped
in real terms by 358 over that period.

In 1984 the US National Bipartisan Commission on Central America noted the
importance of reform to improve access to and quality of education.
Constraints identified for special attention included inadequate physical
facilities, lack of adequaie texts and teacher guides, and training in the use
of texts and educational materials.

In responding to the Commission’s mandate in El Salvador, AID was not plowing
completely new ground. Previously AID had supported a Rural Primary School
Program during the years 1979 to 1984. Also the World Bank had under way a
$23.3 willion loan for school rooms, texts, and curriculum reform.

B. PROJECT DESCRIPTION

The project attempted to address educational access and quality problems
throughout E1 Salvador with four basic components. The first component
included repair and reconstruction of approximately 2,400 classrooms and
construction of 400 nev classrooms. Factors determining priority among
schools included the number of new enrollees to be anticipated snd relative
state of disrepair as determined by baseline survey, with preference given to
marginal urban areas and "Phase 1" agricultural reform cooperatives.
Construction and major renovation were to be performed by private contractors,
vith minor repairs assigned to the Ministry of Education’s Directorate of
Construction and Maintenance.

The second component, for school maintenance, vas to directly involve the
schools, their teachers and directors, their students and their parents, and
their comsunities in general, in assuming responsibility for preventive
saintenance of the schools. Supporting activities included training for
supervisors, teachers and community leaders, accompanied by manuals on how to
perforam such maintenance, and kits of basic manual tools to be provided to
each school.

1 Such docllno has continued to s current level of 13%.

P



The third component provided for purchase of school furniture, equipment, and
supplies, including school desks for 152,000 students and 3,800 teachers,
along with blackboards, storage cabinets, etc., even such basic supplies as
chalk, pencils, and notebooks. First priority went to schools constructed or
renovated under the project, with additional equipment sufficient for
approximately 1,000 other classrooms. The total represented nearly 308 of
total primary school classrooms.

As originally contemplated, the fourth component, for textbooks, including
printing as vell as dissemination of a new series of textbooks and-teaching
guldes for primary schools developed with World Bank support under the
National School Book Program (PLANALIRRE). The project cuomponent also
included in-service training for 15,000 teachers in use of the new texts.
Ultimately, publication of all necessary books having been covered within the
World Bank financed project, this component was changed to maks the funds
previously programmed for publication availsble for training of teucbers in
the use of the books.

Identified as a fifth component in project documentation was provision for
project administration and management. This contemplated establishment of a
special management unit "responsible for the managemont arid coordination of
project activities.® Further description of the initial concept of this unit
and its subsequent evolution during the course of the project is detailed
infra at Section V.

C.  INTERIM EVALUATION

In July 1987, the interim project evaluation reported a classic case of
Murphy’s Law at work. Virtually anything that could have gone wrong had gone
- wrong during the first two years of the project. The only exception, and the
one component even close to schedule, was the equipment procurement handled
directly by AID through a U.S. purchasing services agent named RONCO.

Othervise, in the area of schoolroom construction, bids had been let and then
recslled, the contractor initially retained for baseline studies had failed to
perform, the contract then cancelled. Subsequently another contractor had to
be discharged for failure of performance. The implementation unit had been
established, but, for a variety of reasons including lack of role definition
and lack of staff, had not been significantly effective in the implementation
of the project.

-

Among principal recommendations of the evaluation were:

1) Reduce .the nunmber of classrooms for reconstruction to a figure more -
realistically feasible_within the project implementation period.

2) Re-examine the roles of regional offices relative to the cowmunities in
devising a wmore realistic plan for institutionalizing school maintenance.

3) Prepare a management plan for the special management unit addressing



requirements of technical components and provide heeded additional staff,
including a procedural expediter. -

4) Amend the project agreement to allocate PL4BO counterpart contributions to
specific project activities, such allocation to reflect comparative
advantage of such funds relativs to grant funds for certain uses,.

5) APRE, SETEFE and USAID to revise the project action plan format to:
a) integrate the five component plans into one document,
b) tie digbursements to detailed component action plans, and -
c) establish a more agile action plan amendment preccedurs.

6) Provide joint trainlni programs to APRE, MOE and SETEFE toward
collaborative imprivement of project adaministration including construction
contracting and procurement, planning, budgeting, reporting, etec.

7) Further foster collaborative implementation end deepen fnstitution-building
impact through semiannual workshops for implementing agencies to address
Jjointly project implementation problems.

8) Require AID contractors to provide technical assistance and in-service
training to apprqpriate personnel of Salvadoran implementing agencies.

9) Integrate the planned management information system with the existing MOE
information base and include data capture and preliminary processing at the
regional and sub-regional level.

10) Accelerate distribution of school furniture, equipment and supplies to
existing schools according te priorities to be determined without awaiting
coupletion of project funded schoolrovm construction.

The conclusions and recommendations of the interim svaluation vere directed
primarily at project management since the action components of the project had
not progressed sufficiently- to provide a basis for many observations .thereon.



11. CONSTRUCTION AND MAINTENANCE OF SCHOOLS
A. CONSTRUCTICN, RECONSTRUCTION AND REPAIR
Summary of Findings and Conclusions

After the extremely slow start reported in the interim evaluation, the
construction/reconstruction/repair elements of the project concluded with a
fast finish, substantially achieving or exceeding project targets in all
significant aspects within project budget and before project completion date.
Four hundred new schoolrooms were constructed and 2418 repaired or
reconstructed. Because of the way the job was done, howvever, there was not
much institution/system building development impact on the HOB or even APRE,
in nanagenenc of construction.

Responslbility for management of the construction component was contracted to
the University of New Mexico (UNM) wkich proceeded to ghow what an able
retired AID engineer with 18 able Salvadoran engineers could do. Due credit
must also be given to the many Salvadoran firms who performed satisfactorily
in carrying out the construction.

A significant innovation drawn by the UNM engineer from experience e¢lsavhere
broke a substantial logjem by speeding up and cleaning up the Salvadoran
contract bidding system. The new "sorteo" system selected among prequalified
firms by lot at a bid price determined by the engineer’s estimate. While
varying significantly from the compecitive low bid among prequalified firms
ordinarily used for AXID contracts, the sorteo system proved to be a
substantial improvement over the Salvadoran system of negotiating price with
the firm selected as having the "best technical proposal”. .

The UNM’s role did not extend to all aspects of construction contracting,
however, and GOES partizipation in contract and payment approvals tended to
consume inordinate amounts of time. The MOE generally performed adequately on
prequalification of contractors. In that area, however, as in other aspects
of contracting, including bidding on PLABO counterpart financed construction
(in which UMM uas not involved), the MOE was still subject to intervention for
political! and other non-tachnical considerations.

1. Findings
a. Desligr. Concepk

The basic design concept of component 1 was the construction of 400 classrooms
and the reconstructicn of another 2,400, to address the space requirements of
first through sixth grades, with ptiortty for rural areas. Construction was
to be contracted by private construction firms with supervision by private
engineering firms. Apart from that, program management was to be the
responsibility of the DCM with coordination by APRE.



b. Design Evolution

This design concept followed a construction plan elaborated by the MOE and
approved by AID. But, as reported in the interim evaluation, dus to lack of
organization, the October 1986 earthquaké and other complications deriving
from the complexity of the project itself, serious hitches developed. The
construction component began to take better form when APRE took the initiative
in April 1986, a year after the project began, to attack i{n more direct and
technical forn the preliminary problems of qualifying firms, inviting bids and
selecting. contractors. Problems developed in the contracting process, however,
in selection and qualification, as well as in the selection of the supervisory
firms. To stresmline the program and resolye the problems encountered in the
first two years, it was decided to contract a single supervisory firm to take
charge of program implementation. This led to the decision to contract the
University of New Mexico. . .-

The UNM engineering team originally included a chief supervisory engineer and
four other construction specialists who in turn headed a team of 34
techniclans to determine the construction sites, figure costs and structure
program follow-up. Subsequently, for actual execution of construction, the
UNM enginecring team was made up of 18 supervisory engineers, & analysts and 9
design architects. .

The UNM engineering team took on a project two years after its inception, with
vhose antecedents they were unfamiliar, caught between pressures from the MOE
on one hand and AID on ths other. It was to be expected that, even under the
best of conditions, project implementation was going to suffer from various
hereditary defects which might appear at any time during its execution. Aside
from this, UNM began operations depending on information from APRE until such
time as it could operate independently and take technical control of the
program. These difficulties vere aggravated to some degree by the aggressive
and authoritarian style of the UNM engineering team, which gained few
sympathizers within tho MOE, AID and UNM's Albuquerque home office.

Coupononc 1 of the program, as originally designed, specifically conteuplaced o

8 broader participation by the Construction and Maintenance Division ("DCM").
To perform such an active role, the DCM was to receive vehicles, tools and
funds for local purchase of necessory supplies. We found no evidence that the
DCH vas involved to the broad extent originally contemplated. Instead the
traditional technical and operative copacity of the Division‘was relegated to
8 secondary status in support of the operational roles oI’ APRE and UNM.

(1) Sﬂb_l’.r.m.c_:_l’.l.annwunﬂ_l?_e_ﬂm

We found complete lack of 1nvolvement of school personnel during design of the
construction sub-projects. ..f”
o

-

Classrooms were construg fed or repaired which today have neither teachers nor
furniture and vhich sfe now being used as storerooms. We found one school in



which new three classrooms vere being'used for high school students and not
for elementary grades. -

With respect to the final decision on the sort of work to be carried out, it
would have been more satisfactory had it been conceived in a more utilitarian
sense as opposed to eminently technical, keeping in mind that the people who
daily attend the school see or suffer the consequences of the problems. As an
example, one could point out that a door without a lock can result in more
physical and economic damage than a locked classroom exposed to veather.

The lack of perimeter walls (the construction of vhich seems to have been
vieved as a luxury) has been the cause for greatest complaint. 908 of the
schools had neither valls nor perimeter fences. Although valls and fences
were not included in the project, the high incidence of vandalism, theft and
- other intrusions for improper use of the facilities make this sort of
construction, thou;h coltly. an investaent to be considered for future
progranms. o .
In 908 of the schools requisite importance was not given to water supply
systems. Pipes wvere corroded and obsolete. No effort was made to provide
subsurface vater by vells, even the manual sort,-construction of which could
have been undertsken by the community. There are many such wells in the
villages themselves.

We noted with concern the frequent elimination of recreation space owing to
the construction of nev classrooms. With few axceptions adequate recreation
space vas lacking. In many schools, not even the most minimal recreational
conditions existed: 80% of the fields are rough ground and 90% have no
recreational equipment whatsoever. Although provision of recreation space and
equipment was not included in the project, it is of importance to the design
and function of the school as a vhole.

The arbitrary 20,000 colones per room and 50,000 colones per school ceilings
on reconstruction caused substantial resentment in schools and communities
whose needs were much in excess of those amounts VWhile the ceilirgs were
Justifiable under a policy to spread project impact nation wide, tliey were not
adequately explained to the participating communities.

(2) Construction Contracting System

The first and most igportant step in streamlining the progrem’s comstruction
component was to change the slov and otherwise problemcticel contract avard
system to s lottery system. To this end, four categories of contractor (A,B,C’
and D) were established, qualified in accord with thsir work capacity,
‘economic solvency, construction experience, mechanized squipment, etc. Once
qualified, the companies presented themselves for the lottery drawings. This
lottery system vas readily acccpted by the contractors. More difficult vas
its acceptance by the GOES, particularly the zudit office, the Corte de
Cuentas. After two months and numerous go-rounds, the procedure was accepted
and the lottery began with the first packets covering 40 nzw classroowns and
270 classrooms to be reconstructed and/or repalred.
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Tae number of classrooms making up the packots varied between 35 and 70. The
duration of the contracts was programmed for 90 days to complete repalr and
reconstruction work and 120 days for classroom construction.

The base cost for classroom construction was 50,000 colones per classroom.

The sum of 20,000 colones per achool was fixed for meeting the goals of
reconstruction and repair. The per classroom construction cost was originally
somevhat high, but, subsequently, the effects of a 25% per year inflution
reduced the sffective margin to the contractor, thus balancing the cost.

These costs refer to the costs proper for construction and reconstruction of
the classrooms themselves, excepting those contemplated in Secticn 3.22 of the
Project Agreement, referring to exterior work to be paid from PL-480 funds.
Because the funds originated fros different accounts, the contractors’
estimate system vas complicated, but once payment vas ordered, the computars
then processed them readily enough.

Another  complication vhich had to be faced in estimating costs and executing
the work was the need to differentiate the ineligible costs of improvements
and reconstruction for schools which had kindergarten-and grades seven-nine
classrooms. The project’s exclusion of such classrooms posed special problems
vhen these classroons wers located in the same buildings as the one-six
classrooms which were included. Pollovwing extended negotiation between MOE,
UNM and AID, this problem was finally resolved by compensation. Some
contractors vere generous enough to contribute without additional cost their
vork on sreas of the school excluded from the contract.

The estimate process vas acceptable because the estimates were adjucted to
take into account the distances and degrees of difficulty involved in going
from San Salvador to the work zones (road conditions, water crossings, etc.).
Final values fluctuated between 398 to 46% above base cost, including a 15%
ainisun for utility costs, 108 for administration, 9% - 168 for material and
equipment transportation costs and 5% for contingencies. -

The El Salvador Association of Construction Firms (CASALCO) took an active
part in the sodifications of the bidding system and collaborstcd with the UNM
in its approval, thus opening the wvay for its associates to go shead with work
vhich had been nearly paralyzed.

(3) Rayment System

A satisfactory payuent system vas also established. Advances to the

- contractors vere not allowed, but an initial payment equivalent to 208 of the
packet’s total was paid out for start-up costs. A systeam of penalties for
delays and premiums for timely completion was crested. The premium consisted
of preferred status in another construction packet lottery.

The antiquated existing system of auditing and control did cause substantial
delays, hovever. APRE would approve the estimates provided by UNM, which in
turned handed them on to AID for asuthorization. Once returned to APRE, they
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were then submitted to the Corte de Cuentas and fyom there to SETEFE, then
roturnad to the Corte, and so on, respectively. A matter of a few cents
sttributable to rounding of long decimals could slow the entire payment
process. On some occasions SETEFE’'s rejection of estimates for overages of
this sort delayed payments by months, frustrating the contractors, UNM and
AID. These nickel-and-dime considerations resultad in losses of time costing
thousands of dollars,

Our intervievs with contractors and responsible officials in San Salvador -

‘indicated that the delays in account payments of up to two months justified

contractor work suspension and consequent failure to meet construction
desdlines. .

(4) gcontractor Performance and Construction Supervision

There vere contractors vhe failed to complete contracted work and obligations,
bdut fortunately for the project, these vere rare cxcoptlonn and did not
substantially hinder the program.

Our site visits found numerous examples of lack of thorough and continuous
supervision, vith contractors left free to operate without sufficient presence
of the supervising authorities. The formal delivery of the work was
substantially delayed on various occasions. This situation is not surprising,
however, given the magnituds of the program with respect to the number of
classrooms constructsd or repaired, and the wide ranging locations of- the job
sitec within the national territory. .

In general, vhile construction supervision suffered from some such defects,
they wvaxe of such nature as to be pardonable considering the dimension of tha
project and its short execution time. Oversll UNM and its group operated
conscientiously and vell satisfied reascnable expectations.

For the following observations, ve emphasize that they are drawvn froa visual
inspection of the current state of construction sites at the moment of
observation. The observations beslow reflect comparison with the strict
specification standards folloved by the IBRD and AID “"Alliance for Progress®
programs. There vas a deliberate policy decision to spply less strict
specifications to this program. The factors of timing and difficult operating
conditions influenced the contract specifications as well as the supervision.
Also the specifications understandably varied according to the nature and
amount of the investment.

-

(s) Classroom Construction

Foundations. Although foundations were not uncovered for an examination of
their physical condition, the general absence of cracks in the valls and
supporting columns indicated there were no irregularities and allowed the
inference that the foundations wvere secure.

¥alls. The finish on some 10% was found to be rough, with the remaining 90!
found to have acceptable finish.



Doara. These are of laminated metal, of which 208 wers of less than solid
construction, but generally acceptable. The locks wers defective in some 80%
of the doors, primarily because of rough usage since installation. Such rough
usage should be taken into consideration in future construction, Doors vere
fourd to have only one coat of anti-corrosive paint. Deficlencies were found
in some 608. Anti-corrosive finish is particularly importent for the coastal
zonus, given the high level of airborne salt and humidity there.

Ncod Yolding Pansla. The construction of wood panelled partitions or folding
doors between rooms left much to be desired owing to their varied designs and
their construction defects. The quality of the wood, the angles, wheels,
guldes, atc., ves variable and often deficient. Some of these doors were
unhinged, stored or useless. WVhere such failure had led to removal, the lack
of the wall resulted in noises from one room interfering: vtl:h activities in
the other. _

¥indowa. These are vide and of adequate height. We found lack of uniformity
in the quality of screening used, which should have bsen "Cyclone® screen.
For the price paid, however, the screening can be considered acceptable.

Elgors. Owing to use, some defects in leveling and some skirting damage was
found, but the quality and vorkmanship were adequate.

Roofs. Both the covering and ridge coping are of asbestos cement (Duralite)
but are nonetheless well constructed. Current policies recommend the use of
fiber-cement, wvhich should be taken into account in future projects.

. These are well designed, but vith a deficient metallic
paint, insppropriate for use in coastal zones. The use of wooden beams would
have been advisable in coastal zones especislly.

908 adequate in their installatfon. 108 proved deficient in
the coastal zone because rust attacked the contacts, be it in the switch or
the outlet. 908 of the bulbs were burned out or missing.

. This was 100% adequate. 011 based paint wvas used on the
lover part of the walls and water based on the upper.

. Vork was carrled out during
school hours, resulting in mutual interference among the contractors, teachers
and students. In their haste to finish, some contractors showved little -
consideration. For example, playgtoundl were used for cement mixing platforms
and not cleaned after construction vas complete. Teachars complained that
some contractors used school furniture as scaffolding.

(b) ﬂnnmu&n_ox_mmn_smm

Yater. Deficiencies existed in the municipal supply systems and construction
inadequacies in the existing systems, probleas to which special attention



should be paid in the future. The nevw systems connected to the old ars
suffering the consequences. .

lavatories. Well constructed, All showed some design defects, such as the
absence of lids, which can be corrected in the future. Overall, ventilation
could have been better designed, in some cases by inclusion of windows or
ventilation tubing. The filtration of effluent in the septic tank is to be
checked in the future. We found one school in which the toilet facilities had
been closed off.because they were badly located on low ground lacking
drainage. . '

Storm Draing. Fifty per cent of the concrete conduits were deficient; they
had gradients inadequate to serve their purpose.

Ltors. 70% of the schools visited had not received an
incinerator. For those which had them, 308 of the firs screens have not been
instelled or have been stolen.

In 90% of the schools, the water and acrylic based paints
vere adequate. In 10% defects occasioned by use or defective construction were
apparent. - .

(5) Program Completion

At the time of the evaluation, in September 1989, the construction program was
practically over and the final payout to contractors in procass, to be
extended for one month after September 30, 1989, the project’s original
termination date. Project reports, as verified by our spot checks, indicated
that 400 classrooms on 97 sites were constructed, and 2,418 classrooms on 307
sites were reconstructed or repaired, for e total of 2,818 classrocms on 404
sites benefiting from construction, reconstruction and repairs.

2. Conclusions

1. The setting of ﬁtlorities for work to be done in the schools in many cases
did not conforam to the schools’ necessities, and would have benefitted from
more school a&nd community involvement in the decision making.

2. Nev classrooms without teachers suggest inadequate planning studies and/or
& lack of adequate communication and coordination Letween APRE and MOEZ.1l.

3. Although -construction supervision was adequate, especially in view of the
difficult conditions, the coverage could have been rmore effactive.

3. Recommendations
- a. Plaoning

1. Construction work should be programmed as much as possible during the
months in which school is not in session. During this period, school or
comaunity activity should be limited to permit the contractor to carry out the
vork. In any event, effective coordination between the school administration
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and the contractor should be instituted so as to minimize the interference of
the construction with the ac demic program. -

2. Because of the problematicsl nature of the water supply systems for the
majority of the schoole visited, we recommend chat future projects include
investigation of the possibility of constructing wells, be they pump operated
(deep vells) or manually operated (wells to a depth of 33 feet). The cost of
this is not high and the community {tself can carry out the work. There are
inhabltant-built wélls in many of the communities visited,

3. Appropriate measures should be taken to addreas the shortage of land for
school construction. One such measure would be to improve the legislation and
procedures for public taking of land for school construction.

4. Future programs should implement construction only after thorough study
of necessities and priorities, which study could commence immediately.

5. The DCM, ODEPOR ( Office of Planning and Regional Organization) and
. others with their technical and construction elements should become involved
in this effort, offering their experience and investigative capacity.

6. Included in such ztudy should be the probleams of the schools constructed
by others (communities, women'’s groups, farm owners, the reform sector, etc.)
including rented facilities, which have received no construction assistance
vhatsoever from this and other progranms.

7. . Arbitrary, across the board per school ceilings on construction/
reconstruction investment should not be favored, given that the necessities of
each school are different.

8. Consideration should be given'to more local involvement in the planning
of school construction projects, to include a listing of necessities and
ptloritlos prior to design.

b. Bullding Design

1. Consideration should be given to the practicality of the folding wooden
partitions since they seem susceptible to defective construction and excessive
cost, and are a source of potential 1nconvenlonec to teachers and students
vhen the partltionz fail.

2. Consideration should be given to the provision of semielevated water tanks
of some two cubic meters, with cisterns for rain water, for the gathering of
vater for hygienic services, and of other tanks for general cleaning ssrvices
snd for food prepsration, thus eliminating the need for transport of vater by
students.

c. Construction Supervision

1. Construction supervision should bLe effected vith greater care and
attention to detail to enforce compliance with specifications.
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2. Consideration should be given to designation of resident supervisors who
cover a given area, providing in this manner a greater flexibility, better
knowledge of the area and its problems, more observation time and more
fwmediate response to problems posed by the contractors, school occupants or
neighbors.

d. pPayment Procedures

1. More emphasis should be placed on rapid payment of estimates. 'Such
enphasis should include devising a more simple and effective mechanism,
eliminating time consuming steps of marginal utility.

B. CORRECTIVE MAINTENANCE
1. [Eindings - soeE -

The projoct design posited that one significant means of restoring the
“effectiveness and accessibility of primary education services in El Salvador"
would be improved corrective maintenances.

The Project Agreement provided that:

"1. School repairs, which normally are the Ministry’s responsibility, would
be undertaken by the Division of Construction and Maintenance of the MOE.

*1i. The Project will improve the capacity of the Division of Maintenance
of the MOE to attend to these repairs and maintenance neceasities.

“111. Under the Project, the Division of Maintenance of the MOE will
receive vehicles, tools and repair materials.

“Ccoperation and coordination with the DCM shall be established on the basis
of the APRE-DCM pact, which sets guidelines for technical assistance,
materisls, etc., given that APRE is charged vwith responsibility and may not
transfer vehicles, materials, etc. té the DCM."

Thus the DCM vas designated to play an important part in the repair of schools
to the extent that the Project provided to it the apoclﬂod resources.

The rationale for improving the capacity of the DCM was that by doing so,
indefinite and prolonged maintenance could thus be guaranteed and would go
much further than the temporary measures effected by APRE, given that the DCHM,
a longstanding entity, offered characteristics of perpetuity (vhich would
exist so long as the MOE existed) and would require only resource allocation
for its effectiveness.

b. Design Evolution

UNM was contracted to work with APRE in the execution of the Program of
Corrective and Preventive Maintenance. However, maximum advantage was to be
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re mew

taken of the DCM’'s technical potential in design, construction and
supervision, in the selection, qualification and contracting of the firms
vhich would make up the so-called "microbusinesses,” as well as in the
elaboration of the corresponding budgets and agreements.

The role played by the "microbusinesses” within the maintenance program must
be emphasized. These were groups formed by members of the community who joined
together to undertake small repair construction projects at low cost, to a
naximum of 2,000 colones per classroom. These microbusinesses undertook .
corrective repairs of approximately 1,200 classrooms in some 300 schools, for
a sum of approximately two million colones apportioned by APRE., Taking into
account the cost of vehicles, mechanical equipment and purchase of material,
the sum of the investment in this sub-component was approximately seven
sillion colones. -

Vithin the microbusiness program developed by.AiRE. the DCM ccentributed by
selecting the schools to be served, and elaborated the repair projects
(design, construction specifications, budgets, etc.) and job supervision.

The UNM has recognized that the role played by the DCH in this aspect vas
invaluable, since the UNM’s technical capacity for this component was very
limited. It also recognized that APRE emphasized the preventive maintenance
component, which unequivocally had the greatest attention in the overall
maintenance program. In spite of not being able to count on its own financial
resources, and not having commend authority, the DCM turned out to. be an

.element of fundamental support within the program, bringing to the program the

DCM's valuable experience. The DCM earned recognition for having fulfilled its
duties.

c. Implementation

Although the ideas set down in the agreement did not come to pass in practice
as -vas envisioned, the DCM played an important role in the development of

. corrective maintenance.

The DCM placed at the disposition of the component’s coordinator (a UNM
representative) 30 or more persons, a group made up of architects, engineers,
topographers, master craftsmen, carpenters, masons, electricians, welders,
etc., to be trained in the techniques of the corrective maintenance systea.

Although in many areas corrective maintenance was confused with preventive
saintenance, partly because the UNM advisor was the same person, there vere
differences in form, training procedure, sophistication of equipment and in
the type of personnel at whom this training vas directed.

In the first place, the education level of the personnel trained and the type
of training provided should be emphasized. For corrective maintenance the
more experienced and skilled personnel had to teach less skilled personnel in
construction procedures, the use of electronic equipment, soldering,
csrpentry, masonry, etc., But initislly the "teachers®" themselves lacked
experience in teaching, and many of theam were not familiar with the management
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of some of the equipment provided such as to be able to train in its use. The

.preventive maintenance program on the other hand, typically cormunal in

- character, trained meabers of.the community and parents associations how to
ugse the tools for preventive maintenance so that they could carry out minor

tasks in the school and community, :

Training in corrective maintenance was given strong support by the regional
branches of the DCM, vwhich offered to the UNM representative their workshops,
offices, office personnel and time to carry out their commitments. The
training process was principally carried out by the regional offices and
subsequently carried on in the communities.

APRE, vhich assumed control of vehicular equipment, offered help subject to
limitations of its owvn needs. This created some logistic problems when an
entire block of trained personnel had to be mobilized to reach the work zones.
APRE’s needs were understandable, but it would have been better for UNM to
count on its own mobility.

APRE slso financed direct costs of corrective maintenance through payment of
personnel, fuel and other costs. .

APRE complied indirectly ir the handling of minor repairs, an area previously
in the hands of the DCM, giving the DCM s secondary role with consequent
wounded sensibilities. However, although the construction capacity of the DCM
did not improve, its technical capacity in nev fields did improve,
particularly with an eye toward a national training plan.

Likewise, it should be noted with respect to APRE’s contribution, that four
modalities for corrective maintenance repair work vere put into practice:
APRE-community, APRE-DCM, DCM-community and microbusinesses.

2. Conclusions

a. 'The program certainly extended its benefits to include minor repairs for
the schools.

b. The concepts for addressing corrective maintenance needs were not applied
in practice exactly as envisioned-in the Project Agreement.

¢. The innovative "microbusiness"” system was successful.

d. Although the corrective maintenance project did not go beyond limited
coverage, considering the sum of necessities in some 3,300 schools, and the
fact that corrective maintenance problems continued to arise daily wich the
same severity as alvays, the repair of 2,400 classrooms had a considerable
impact, particularly as it demonstrated tho capacity of the UNM and DCM to
adainister and execute projects of this type.

¢. The success of the constructive maintenance program resulted from the
conbined actions of the UNM, APRE and DCM, aslong with the community groups
forming the microbusinesses, vhose efforts should not be undervalued.
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3. Recompgendations

a. The objective of improving the correccive maintenance capaclty of the
system should be maintained.

b. The equipment, vehicles, tools, office equipment and furnishings, etc.,
presently held by APRE for corrective maintenance, should be turned over to
the DCM so that it may continue with corrective maintenance under more
appropriate conditions.

¢c. Owing to the success of the microbusiness program, it should be continued
within the corractive maintenance program of the DCM for the present, but with
consideration given to further privatizing the corrective maintenance function
in the tututo

C. [FPREVENTIVE MAINTENANCE
Summary of Findings and Conclusions

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

With USAID figures indicating that already tool kits had been delivered to
2,255 communities and training provided for 2,777 schools, the 908 coverage
goal was expected to be achieved by Septeaber 30, 1989. In addition, sbout
1,100 community leaders will have been trained by the end of the project.
With regard to manusls, however, our sample indicated that only 60% of
participating schools had received thea.

The impact of project activity in promoting maintenance is difficult to
ascertain, since many comnunities were already active in maintaining their
schools. We credit project intervention with significant effect in less than
half the participating schools, with the tool kits the principal factor. The
effectiveness of the manuals and training has been hampered by poor
comaunication and lack of follow-up.

Activity thus far has been just a first step in establishing the concept of
comsunity-based preventive maintenance in El Salvador'’s system of education.
To reslize the potential long term return on the investment already made will
require substantial further investment.

The numbers and type of people trained are not yet sufficient to achieve the
necessary critical mass. Training has been limited mainly to school directors
and {s rarely transmitted effectively to teachers or to the communities. 1In
addition, supervision and follow-up are too weak to provide the support and
guidance needed to develop and sustain effective community-based planning and
action.
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The manuals, despite generally appropriate format and content, have not been a
significant factor because of very limited awareness of their existence, let
alone content. The manusls must be integrated into the training programs more
effectively and given substantially broader disticibution and publicity. Since
the marginal cost of the manuals following preparation and initial printing is
relatively minor, broader distribution to all trainees &nd to the parents’
associations should substantially enhance the return on this significant
investaent. -

. a.  Design Concept and Evolution

For this component the design concept set forth in the Project Paper (PP) and
Project Agreement included two basic elements: a system-wide preventive’
maintenance program for primary schools (with initial emphasis on the ones
built .under this and the previous AID project), to be implemented by the
Construction and Maintenance Division (DCM) of the Ministry of Education
(MOE); and a pilot test of a preventive maintenance-program for primary
schools involving their local communities (in approximately 10 schools) to
test the effectiveness of a community-based strategy. If proven effective,
comaunity-based preventive maintenance would then be extended to all MOE
primary schools over.the life of the project.

The means set forth to create a preventive maintenance consciousness in school
directors and teachers--who would in turn be responsible for involving the
students and community--included (1) preparation of a simple "how to"
maintenance manual to be distributed to all MOE primary schools, (2) special
‘'seminar training for directors and supervisors in how to use the manual and in
organizational techniques to involve the teachers and community and (3)
distribution of & "maintenance kit" of basic tools to each primary school as a
supplement to the manual.

As described in the PP and Agreement, school directors would be individually
responsible for materiais and tools provided to the schools and for submitting
to the DCM e seai-annual report on the condition of the school and the
maintenance vork completed. The DCM would be responsible for inspecting the
maintenance vork completed, advising on future maintenance requirements, and
for maintaining ‘an updated file on each school. The DCM would also identify
repair needs beyond the capacity of the school and community so that these
could be included in the DCM’s schedule of work. The Project as originally
designed provided for upgrading the DCM's capacity to implement e system-wide
preventive 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
eaployees had been zssigned to the preventive maintenance operation from
elsevhere in the MOE, and only three promoters had been hired. UNM/APRE
estimated that about 214 people would be needed to run the proposed nationwide
preventive maintenance system (another estimate pit forth by APRE staff was
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closer to 400); however, GOES Decree 11--a hiring freeze--was applied to dany
the staffing needs called for to implement this system, which the GOES
considered unrealistic. Currently, preventive mainterance staff assigned to
APRE (23 supervisors and promoters, 21 of which are assigned to the three
regional offices) are carrying out all the functions relating to the
preventive maintenance program. Support staff (drivers, warehousemen,
sccretaries, etc.) are shared with the corrective maintenance function

discussed in section II.B. above.-

The Interim Evaluation recommended that a decision be made as to whether the
impact of Component 2 would come primarily from community-based preventive
maintenance or from distribution of greater resources to MOE regional DCM
offices to support corrective maintenance. The decision made has been to rely
entirely on comaunity-based preventive maintenance rather than on DCM
interventions. The role of the DCM is limited to corrective maintenance.
Because of GOES limitations on hiring the required staff, the nationwide
preventive maintenance system under the DCM was never developed as originally
envisioned.. Accordingly, the rewmainder of this Preventive Maintenance section
will deal with the implementstion experience of the community-based system.

At the time of the Interim Evaluation ilittle progress had been made on
preventive maintenance. Serious delays had been experienced in receiving
funding under the approved Action Plan, vhich was not approved by SETEFE unt{il
March 1987. Delays were also experienced in testing the feasibility of the
community-based maintenance scheme through an initial pilot project, which vas
to have been completed by February 1986. However, sfter many problems, a
pilot project including 25 schools was completed in mid-1986, vhich led to the
conclusion that school maintenance programs based on community participation
and self-sufficiency could be viable. An initial version of the maintenance
manuals had also been completed.

b.- Implenentation Experience
(1) Iraining and Promotion
(s) Training of Promoters

The process of extending this community-based preventive maintenance approaca
to MOE primary schools throughout El Salvador did not really get started until
1987. Staerting in February 1987, promoters and regional supervisors (6 in the
Eastern Region, 8 in the Western and 7 in the Central Region) vere assigned to
the program. The original target was to have 10 promoters for each region, or
30 in all. Initially, 28 promoters joined the program, but some have since
left. The promoters vere teachers or social workers seconded from other
departments of the MOE and subject to recall by them. Only the regional
supervisors vere contracted by APRE. The inability of the program to hire
promoters has been a problem, since their work has sometimes been interrupted
by sudden recalls by their original departments.
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| Training for the promoters has continued throughout the project period;
following thea initial orfentation and training seminar thera have been about
five or six additional seminars, lasting for perfods of between three days and
two veeks,

(b) Ixalning of School and Community Leaders

The first trsining seaninars fcr school and nuclel directors (or their
designated substiiuten) began about August or September of 1987, in all three
replons. According to APRE reports, about 3,200 scheole throughout El
Salvador will have recelved training in preventive wmaintenance by September
30, 1989, which is considered viitually complete coverago of eligible schools.

*To date, 15 four-day training seminars for directors have been held in the
Eastorn Region, with one more planned for September 1989, for dDetween 40 to 70
persons each. In this region, 897 schools hava had someons trained; remaining
to be reached are 42 schools, according to regional sitaff. According to
figures provided by USAID, 851 have received training and 129 remain (87%
coverage). Calculating precise figures is diificult because, although there
are nominally 1,100 schools in the region, 215 are currently closed due to the
conflict, including scme which had already received training and tools.
Therefore, nearly sll the functioning schoole in this region shculd be reached
by September 30, 1989. In addition, one-day seminar for 20 community leaders
wvas held and four more are planned, to include &n additional 100 community
leaders. (It should be noted that who is defined az & "community leader”
appears to vary in practice, although APRE dmafines the term as an active
member in the Parents’ Association.)

In the Western Region, 701 school and nuclei directors have been trained in 11
seminars vhich, according to regional staff, -covers 1008 of the sligible
schools in the reglon. According to the USAID figures, 570 schools have boen
reached and 87 remain (87% coverage). In addition, 597 comeunity leaders have
been trained in 23 onc-day seminars, mainly in 1989. Another 15 seminars ars
planned to train approximately 375 more community leaders.

The Western Ragion is the only one to have held practical training sessions in
uaintenance skills. To date 47 half-day sessions have been held at the
nuclei level, in which 558 persons have been trained in masonry, electrical
and plumbing skills using hands-on methods. The persons trained are usually
teachers charged with maintenance functions; the trainers ars technicians and
skilled workers seconded to the program by the Regional Office of the MOE and.
DCM. An additional 10 practicsl training seszions are planned, to cover
approximately another 1350 people.

In 1987 and 1988, 697 schools in the Central Ragion received training far
their directors or other personnel (APRE figures for August 1389). According
to a regional supervisor, in 198Y alone, 14 five-day seminars were held
betwveen June 13 and September 8 for 728 schools, for an overall total of
1,425. Reglonal staff consider this to be virtually complete coverage of
eligible schools, given that 65 schools have closed during the current year
and 39 schools have failed to respond to repeated invitations to training

18



seninars. The figures obtained from USAID state that 1,356 schonis have been
reached (878) and that 207 remain to be trained. With a large numbar of
school seminars just now completed, there is no time left to develop training
seninars for community leaders, according to APRE personnel; and they are
unable to commit funds to this type of training because it cannot be complated
by the September 30, 1989 end of project.

The foregoing program data indicate that trainimg goals have been largely met
or vill be by the end of the project. The reasons given by regional scaff for
non-participation by some schools include failure to receive invitations
"econvocatorias”, the timing of the seminars, the fact that trainees were not
paid "viaticos" or, simply, lack of perceived nsed or interest., A regional
supervisor indicated, for example, that out of the 39 schools in the Central
Region which failed to respond to repeated invitations for training, 26 were
in the metropolitan ares. Since the training sessions for this ares were only
given in the morning, some schools did not attend becauss they only operaste in
the afternoon. Most, however, were nimply not interested or had had their
physical maintenance and repair needs met by post-earthquake assistanco
programs.

Data from our random sample of schoois do not diverge widely from program
figures, indicating that, overall, 82% of the schools visited had received
training--87% of schools visitad in the Eastern Region, 83% in the Western and
758 in the Central Region. (See Annex 2 for sample survey data.)

The training seminars for directors and community leaders sare conducted by the
promoters in each region vorking as a team. Seninars are held in each of the
Departments in each region to facilitate access. In the Central Region a tean
from PPMS "Perfeccionamicnto Permanante de Maestros sn Servicio®, in chargs of
in-service training, helped on a part-time basis vith 11 of the 1989 seminars
for school directors.

There was no opportunity for any of the tean members assigned to this
comsponent to observe a training seminar, so no specific comments car be made
about training content and process. From the general comments made both by
the trainers and trainees, the content appears toc have been focussed primarily
on hov to motivate and involve the community, rather than on hov to carry out
specific maintenance or repair activities. The seainars for community leaders
_were designed primarily to motivate them to collaborate in maintaining the

schools. They deal with relatively high rural illiteracy rates by sinimizing
the use of vwritten materials.

As noted above, in the Western Region hands-on training in preventive
maintenance for teachers and directors has been done in nuclei schools.
Regional staff expressed a desire to extend this type of training to parents
or others in the community as well, indicating that teachers had said that
this wvould be useful. The data from our sample also corroborated the demand
for practical training. When asked what type of further training would be
useful to them, & number of informants mentioned technical training in how to
build structures or make repairs, or in specific skills such as masonry or
electrical work.
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A number ol respondents also sugéesced that all the teachers should attend the
regular training seminars, not just the diractors, and a fev suggestad thnt
more people in the community should be trained as well.

(c)' Use of Msnuals

With regard to school director training, the original project design put
considerchie emphasis on the role of the preventive maintenance manuals,
considering them to be the primary tooi for wotivating and guiding preventive
maintenance activities by the schocls and communities. The training seminars
were_supposed to teach diractors how ¢o use ths manuals, how to encourage
teauchers to follow ths schedule of maintenance activities contained in then,
end how to involve the community as well. “In this way", the PP states,
“teachers and supervisors will be familiarized with the manual and will be
made avare of their résponsibilities.®

Actual practice is somewhat different., In the Rastern Region, according to
both trainers and trainees, the manuals are not given out until the seminar
closing, together with the diplomas. Three pamphlets (mainly on community
promotion and organization) are given to trainees and used as teaching’

.materials during the seminar. In the Central Region, apparently some use is

aoade of the manual on community promotion and organization, but little, if
any, of the one on conservation and maintenance. Pamphlets are also given out
and used as-teaching materials. In the Western Region, according to reglonal
staff, the manual on community organization is used in training seminars for
school directors and the manual on conservetion and maintenance is given out
at the end of the seminar. The latter is also used as s resource for the
practical trzining sessionis {or teachers. No manuals are given to the
community leaders trained. Supervisors and trainers in all regions noted that
they emphasize during the seminars that these manuals and pamphlets belong to
the school and are to bs used by the director, teachers, students or parents
as neoded _

Among the sauple schools however, we found that informants (normally those
vho had actually attended seninars) in only about 608 of the schools which had
received training raporte¢ receiving manuals or pamphlets, even though program
figures indicate that all those trained have received them. We are unable to
fully explain this discrepancy; some of it may be due to delays in delivery of
manuals (not everyone got one at the training seminar; some were delivered
later) and some may be duc to the fact that the persons who received the
tzaining and thp manuals were not available to be interviewed in all schools
visited and no one slse knew about them. Most of the time these manuals or
pamphlets are kept in the home of whoever received the training; even vhen
they are kept st the schocl, feuw people beyond those who attended the seminars
are familiar with them. Vhile in about 708 of the schools which reported
receiving manuals or pamphlets, at least one teacher wvho did not receivs
training knev that thasc manusls existed, parents’ knowledge of these
resources was much lower--less than 10% of the parents interviewed knew that
there vere manuals. Even teachers and parents who knew that there were
manuals wvere rarely able to describe their content. Only about a fifth of the
schools which had manuals reported that they had been used, and that is
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probably an overly generous figure; these statements were usually not very
specific. Regionally, the schools we visited in -the West indicated greater
use of the manuals, followed by those in the Fast, with the Central Region
showing the least use.

The major factor impeding use of the manuals appears to be insufficient
knowledge of both their existence and their content, due to lack of use of
them in the training program and to inadequate communications in the schools,
and to their very limited distribution (one set par school). Delays in
delivery of manuals to the regions has contributed to their lack of use in the
training sessfions to some degrae, and thus indirectly to their lack of use by
recipientg. Another contributing factor (although we have no measure of it)
may be a certain lack of utility of the conservation and maintenance manual
due to inaccursZe or inadequate content. A regional supervisor pointed out,
for example, that many schools nuo longer use the type of electrical '
connections illustrated in the manual; and a school director said he had tried
to use the manual to remove and repair toilet tanks, but that the drawings
vere inaccurate.

(d) Communication Weaknenses

The situation with regard .to the msnusls iz indicative of a larger provlem,
the lack of communication regarding the preventive maintenarce program both
vwithin the schoolks and between the schools and the parents or the wider
community. The concept underlying the training program for school directors
is that they in turn will pass on the knowledge they gain to teachers,
students and the comnunity, thus multiplying the training input and involving
others in the preventive maintenance program. Based on our sample, howvever,
this 1is happening only to a limited degree. In only about half of the schools
in vhich someone vas trained did others corroborate that they had gotten any
inforaation about the training content from the trainee, and usually the
information conveyed vas limited. An indicator of this lack of communication
is the fact that in over a third of schools which had received tool kits,
teachers did not know about the tools. In nearly 604 of thes parents
intervieved (in most cases those serving on the directorate of the Parents’
Association) did not know about the tools. 1In general terms, we catermined
that in nearly 408 of the schools vhich had received trasining there-vas s
serious lack of communication between the director and the teachers, and in
even more there wvas a similar problem of deficient communication between the
school and the Parents’ Association with regard to the maintenance program.
Regionally, these prqoblems appesr to be most prevalent in the Central and
Eastern Regions. -

.Lack of effective linkages with the parents and larger community is of
particular concern, since a community-based maintenance system can only
survive and prosper if the communities are effectively reached and integrated
into the system. To date, the impact of the program has been much greater at
the school level (participation of teachers and students) than at the
community level; many parents are simply not aware of program resources, nor
has there been sufficient effort to motivate them to participate in
maintenance or take any initiative. Clearly, more effective participation by
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parents und others in the community could occur if these deficlencies were
remedied.

(e) Community Planning

The sffort in training seminars to promote planning of maintenance projects
and activ.ties has also had mixed results. Trainces are asked to present a
plan for a project during the seminar, or sometimes afterwards when the tool
kits ave delivered. However, among our sample less than a fifth of the
schools vhich had sent someone for training had developed a maintenance plan
(other than their regular yearly plan submitted to the MOE). The planning
information provided by APRE in the manuals and posters, including a poster
calendar for planning preventive maintenance activities, is not getting much
use. While posters were observed or reportcd 1in about 408 of the schools
visited, respondents reported actually using them {n only about a quarter of
the schooll in which they appeared. Generally their main function seemed to
be to decorate the classroom. In one school we observed them being cut up to
make cardboard decorations for the independence holiday; in another they were
folded and stapled to make heavy duty filing folders.

On the other side of the coin, about 12% of the schools visited did report
planning and actually carrying out planned projects, though the degree of
formality of the plans varied. The schools in the Western Region were the
most likely to have done this. Very few cases of joint planning -by directors,
teachers and the Parent’s Association were found.

Part of the reason that not much planning is being done may be that promoters
did not alvays adhere to the program’s requirement that trainees presant a
amaintenance plan either at the seminar or at the time the tools are delivered.
Many informants knew nothing of such a requirement.

The difficulties noted above may be due in part to factors within the training
program; however, it is not possible to determine vhether this is the case
since we were not able to observe the training or obtain sufficient
information about it. Certainly failure to use the manuals during training
makes 1t less likely they will be used later.

There appears to be a desire among many of our informants for more technical
content and for training which reaches beyond the directors to include more
teachers and parents or other community members. The fact that in the Western
Region more community leaders. received training than in the other reglons, and
that there has been some practical training there, may have contributed to the
more favorable situation in that region.

(f) Lack of Follow-up

A key factor is certainly the absence of any significant level of follow-up
after the training. Only with adequate follow-up can problems such as
inadequate communication and multiplication of training and non-use of
important resources such as the manuals be overcome. Only about 128 of the
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sample schools which had received training reported any follow-up visit by
program staff, with the greatest incidence of reported follow-up in the
Western Region (20%) and the least (48%) in the Central Region,

The lack of follow-up is inevitable, given the very small staff with which the
program is operating. A system {s in place to make an evaluation visit to
each participating school and administer a questionnaire on the condition and
use of the tools and manuals and whether the school has carried out its .
planned project(s). Howvever, with only 6 or 8 people to cover large regions -
(in addition to conducting training and delivering tools), the task is clearly
impossible. In the Eastern Region, for example, the promoters have only been
able to make a follow-up visit to 45 schools. Performance in the Western
Region has been better, in part because the region is smaller, less affected
by ver, and has a greater nuaber of promoters (8). Even there, however, they
have had to opt for providing ons-time follow-up to only a sample of the
schools (208 in one stage and an additional 20% in another), including use of -
a questionnaire and also meetings with directors, teachers, parents and
connunicy leaders to discuss progress and problenms.

The transitory nature of APRE and its staff, borroved from other departments, .
has also worked against development of an offcctivc follow-up system. APRE
cannot hire more staff nor expand its follow-up capabilities because it is a
temporary organization; but at the ssme time, it has assumed implementation
responsibility and has therefore to some degree obviated the need for othct.
permanent departments to tske on the follow-up task.

However, even taking all this into account, it is also apparent that not all
the field staff have slvays followed the procedures with regard to training
and follov-up which they vere taught in their own training. Not everyone has
effectively communicated and applicd program requirements (such as the
maintenance plan mentioned above), especfally those pertaining to
participation by parents. .

(g) Effect of the Conflict

It is essential to remember, nonetheless, that some of the probleas
encountered sre clearly beyond the scope of the program to resolve. The
social and economic consequences of the conflict, both to the country as &
vhole and to individuals, have certainly affected their ability to collaborate
in such efforts. For example, the vhole premise of the training program is to
encourage and reinforce leadership, both within tiu :chools and the -
communities, in taking responsibility for organizing and carrying out
preventive maintenance activities. In a situation of great sconomic and
social instability, however, not only are the physical, emotional and economic
resources vhich people might contribute to such efforts curtailed--people are
sonetimes simply afraid to behave like leaders, to stand out from the crowd
and be visible. The accomplishments and problcls of the program shauld be
vieved, therefore, in this context.

23



(h)  LommnalLy Suppoxt

In spite of the problems encountered, however, it is abundantly élear that
communities do provide a great dsal of support to their schools, even where
means are severely limited. They know that they are unlikely to receive much
help from the MOE or other extaernal sources.

In almost all the schools visited, for example, we found that parents provide
voluntary ‘wonstary contributions (over 908 of the schools) and in almost as
many they provide labor for maintunance or-improvements, or help with
activities to raise funds for the school. In about a third of the schools
funds to pay for labor for maintensnce (including pay for janitors) or -
fmprovements comes from the parents or through community activities; over 20%
of the schools allo use community funds to pay teachers.

It is noteworthy that a great deal of this parental support comes from
mothers, who were reportad to be the primary collaborators in nearly half the
schools visited, both through monetary contributions, direct services and help
with school events and fundraising activities. In nearly 40% of this group of
schools, the reason cited for the greater participation of mothers vas the
high nunsbher of women-headed households in the area. In the remainder of
cases, the reasons cited were that men were away at work or, in some cases,
that mothers vere generally more interested and responsible with regard to
their children and the school.

Schools slso receive soms help from sources other than parents, both through
fundraising activities among people generally in the community, and direct
contributions of money, labor or, more often, materials. The most common
source of such help cited in our sample (by cver half the schools) were local
authorities, usually the municipal government or military command. Nearly as
many mentioned help from various government agencies, particularly for
materials and sometimes provision of foremen to supervise community iabor.
About half as many mentioned receiving some contributions from various kinds
of velfare or community development organizationrs, and from private
businesses--and somewhat fewer from private individuals or families in their
comnunities. A few received some help from cooperatives, particularly
agriculturzl cooperatives in the rural areas.

(1) Impact

It is clear that comsunity participation in school maintenance and improvement
exists-to some degree almost everyvhere ve went. What i{s much less clear is
the degree to vhich it can be attributed to project training and promotion
intexrventions. As noted above, the rough measure of this wvhich we vere sble
to make is based on whether the training was shared with others in the school
and/or comsunity and wvhether others in the school and parents intervieved were
avare of the project resources distributed (wanuals, posters, tools). Based
on such measures, it appears that {t may be possible to attribute an effect on
participation in preventive maintenance activities to these interventions in
somevhat under half the schools visited; however, even within these schools,
ve cannot be certain that participation would not have occurred anyway, as
many reported activities predated program interventions. What can be said is

26



that these interveations have provided some odditional focus and impetus to
involve people in preventive maintenance and school improvement projects, but
that lack of follow-up has made these interventions less effective than they
might othe wigse have been.

(2) Iool Delivery and Use
- - (a) Tool Delivery

The impact the tools have had is clearer. Instead of a "supplement” to the
manuals, as the PP described them, the tool kits have become both the most
visible and the most valuable element of the program for the beneficlaries,
both within the schools and the communities.

According to available records, about 2,255 tool kits have been distributed to
schools throughout the country, vith 945 still to be delivered (according to
USAID, 135 are in the San Miguel warehouse and 810 kits are still to be
procured). All schools which have had someone trained are supposed to receive
a kit of basic tools (see Annex 3). Our sample data indicate that over 80% of
the schools which have sent someone for training already have their tools.

For example, in the Western Region regional staff infcxmed us that tools have
been delivered to 99% of the participating schools, with only 22 schools still
avaiting delivery of tools, and our sample data closely approximate this
figure (93%). Delivery to the remaining schools in all regions is in process,
according to the regional offices.

The delay in delivering tools can be as long as several months, according to
some informants. According to one promotor, originally the tools were to be
delivered at the time of training, but there wvas a delay in getting the tools
due to some problems at RONCO. He said that delivery at the time of training
vas definitely preferable because it eliminated the notification problem the
regional offices have often experienced. Getting out the word to schools
about delivery (as well as about the training seminars) is done through the
nuclel directors, and apparently does not work very well, since many schools
have claimed they never received notices.

The procedure to be followed for handing over the tools is spelled out: a
meeting is called to bring together at least the director of the school ard
three parents (and usually others as well) to take delivery of the tools.

This is supposed to ensure that the parents are aware of receipt of the tools,
the composition of the kit and wvhat they are to be used for and by whom. This
procedure may not be adequate, hovever--or may not always be followed--since
parents intervieved were aware of the existence of the tools in only about 40%
of the schools in our sample.

(b) Iool Use

The tools are usually under the control of the school director, although in
some cases the teacher responsible for a specific function has custody of
then. Usually they are kept at the school itself, but in some cases they are
kept in the home of the director or of a member of the directorate of the
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Parent’s Association, mainly for reasons of security. Occasionelly this has
caused problems vith regard to access to the tools. Another phenomenon which
was noted was that some directors are reluctant to use the tools for fear that
something will happen to them and they will be held responsible. This did not
appear to be common, however.

Such fears are not entirsaly groundless. In our sample there were nine cases
(about 13% of the schools with tools) in which tools had been stolen or
othervise lost. The most interesting incident occurred when some teachers
lent the school facility to a circus to put on s performance from which the
school would supposedly benefit, and someone from the circus (a clown vas
mentioned by several informants) stole the tools. and a number of other items.
The teachers responsible were supposed to replace the ftems, but still had not
done so after the better part of a year.
The APRE program makes no provision for replacing ruined, lost or stolen
tools; it is assumed that the school or community will replace any losses.
This does not seem to be happening very often, however. Among the theft cases
ve found, none of the items stolen had beéen replaced. There vwere a fev
mentions of repairing tools which had deteriorated from use, such as
regrinding files and repairing wheslbarrovs.

Another problem mentioned by a fewr informants was the poor quality of some
tools, which deteriorated rapidly.

The program stipulates that the tools are for use in school maintenance and
improvements and may be used for such purposes by teachers, students and
parents. In most cases all these groups did make some use of the tools.
Nearly all the schools with tools reported using them (a few had just received
them and hadn’t had sn opportunity to use them yet). Students are the most
common users--in about 658 -of the schools visited, informants said that
students use the tools in repair or maintenance activities such as fixing
furniture, painting, cleaning gutters, etc. In thres-quarters of the schools
they are used by students to maintain school gardens and grounds, mést often
by cutting back vegetation and hauling away garbage and debris. The most
common function for students, however, is keeping the school_clean, which
usually requires no more tools than brooms and mops. It was not alvays easy
or possible to differentiate between this type of routine cleaning and uss of
other tools in repair or maintenance activities, so these figures are somevhat
suspect,

A useful by-product of studept participation i{n maintenance.activities is the
positive impact it has on their conduct and their willingness and sbility to
care for things and take responsibility. Informants in about three-quarters
of the schools (both teachers and students) noted this impact. Close to half
these informants specifically credited having the tools with creating greater
interest and enthusiasa among the students for maintenance activities.

In the schools vhich had tobls and in which parents contributed labor, they

also made use of the tools. Ve did find cases, however, in which the tools
vere used exclusively or nearly exclusively by the school janitor or some
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other person charged with maintenance, and neither the parents nor students
used them to any extent (approximately 20% of the schools which had tools).

In addition to the maintenance activities noted above for students, a number
of schools reported, and were observed making, tairly substantial improvements
through community effort. Insofar as we were able to determine, over 60% of
such projects in the schools visited have been carried out using the tools
donated through this project. As vith the training and manuals, hovever,
supervision and follov-up have been largely lacking. Nonetheless, some
schools have carried out impressive projects. Examples include a large wall
constructed at one school in the Eastern Region using community labor and
materials; a government community development agency provided supervision and
skilled labor. This same school also has plans to build a vwater tank and s
stage for performances and civic observances. They received the tools two
years ago and have been making very good use of them. Another school is
building sanitary facilities using the tools, and has also built an outdoor
stove and oven for use by the food program. However, other schools have
suffered from the lack of supervision in carrying out community-supported
projects. Ve sav examples of very poorly built and unfinished classrooms and
other projects which schools and comaunities had tried to do on their own,
with great enthusiasm and good will but poor results. Nonetheless, the tools
are a positive contribution by the project and are being used, albeit with
widely varying degrees of effectiveness, by almost all the schools which have
received them. They sre clearly valusd by the schools and are seen by them as
substantially facilitating their efforts. -

2. Conclusions

The -njor conclusions reached for this component are as followvs:

a. The sample dats collected basically corroborate program statistics which
indicate that this component will reach the 908 target set by the PP for
training school directors (not teachers) snd distributing tool kits, -
although there are still s substantisl number of kits to be delivered to
schools wvhich have already received training. Distribution of manuals,
hovever, may not meet this target. According to our sample data, only
about 60‘ of those trained have received manuals.

b. The second PP target, that 85% of schools vill be performing preventive
saintenance, could be considered met if use of the tools is taken as the
measure. Our dats indicate that 88% of the schools which had.received
tools were using them to some degree. However, details on the type of use
are sketchy and the level of use varies wvidely. Nuch of the reported
saintenance activity is routine cleaning, mainly done by students using
nothing more than brooms and mops, or using the shovel and wheelbarrow to
dispose of trash, and would probably be done with or without the tools.

¢. The tools, however, were the most effective element in this component.
They have facilitated schocl maintenance and improvement efforts in most
cases. The tools have also served as a stinmulus to student participation
in maintenance activities; both teachers and students reported that having
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the tools to work with enhances students’ interest and enthusiasm for such
activities to some degree.

. In some cases inadequate guidance and supervision have resulted in
defective community construction projects. School personnel and parents
often lack sufficient technical knowledge to carry out effective
maintenance and improvement projects.

. The manuals are getting very little use, nor is much use mads of the
posters. Failure to use the manuals during the training seminars and to
make the community aware of this resource has undoubtedly been a factor
impeding their use--neither the directors nor the community leaders appear
to have been taught to use the manuals effectively. Additional
contributing factors are the delays in delivering manuals in many cases, as
vell a¥ some erroxs discovered in the dravings which may affect confidence
in the manuals.

. The multiplier effect expected from training school directors has only
occurred to a limited extent. In only about half the participating schools
vas even minimal information about the training conveyed to teachers.
Parents have received “even less information. Communication within the
schools is deficient and linkages with the communities are veaker than they
should be. The communities have demonstrated their willingness to help in
most cases, but better communications would certainly enhance their
collaboration.

. The program has not been effective in developing the capacity of school
personnel and parents to plan preventive maintenance activities. The
planning methods and cslendars included in the manual and on posters appear
to get little use, in part because APRE personnel have not alvays followed
program guidelines which require presentation of a maintenance plan,
prepared with parents’ participation, at the time the tools are delivered.

. Lack of supervision and follow-up has contributed to all the foregoing
deficiencies. Without effective follow-up, it is unlikely that these
problems will be resolved. Failure to follow-up adequately is not entirely
the fault of program personnel; despite the fact that the project design
did not include any real provision for follow-up (since the DCM mationwide
preventive maintenance system vas never implemented), they have developed
and tried to apply a follow-up and evaluation system, but have only been
able to resach a small number of schools because of lack of sufficient
staff. However, staff have not alvays followed all the guidelines with
regerd to training and follov-up which they were taught in their own
promotor training courses. It is apparent that not everyone was able to
effectively communicate- or apply program requirements, especially with
regard to parents’ participation in the maintenance progran.

3. Recommendations

. The preventive maintenance program developed by APRE should be transferred
to a regular department of the MOE, with its trained and experienced staff
kept intact; this is now being planned by the MOE. Additional personnel
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should receive the same type of tralning current staff has had. USAID
should provide the resources so this program can be continued and expanded
as outlined below.

. The tool distribution program should be continued until all schools are
covered. In view of our finding that 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 are being replaced by schools, the factors
influencing replacement, and the cost of replacing tools compared with the
value of the maintenance done with them. Based on this study, a decision
should be made as to vhether the most essential and expensive tools should
be replaced by the program as they deteriorate or if they are stolen. - The
quality of the tools should also be assured, to guarantee a longer useful .
lifespan.

. Training should be extended to cover at least two teachers in'each school
having six or more teachers, as well as the director, in order to create a
critical mass and facilitate more effective communication and action with
regard to preventive maintenance.

. The nunber of training semfnars for community leaders should be increased
substantially to create a common context for maintenance activities and
strengthen the linkages and communication between the schools and the
comnunity. The types of community leaders to be trained should be defined;
they should be selected to further the purpose of strengthening
school-community linkages for preventive maintenance.

. The training pregram should be strengthened by adding a component on
practical training, similar to the program developed in the Western Region,
but extended to parents as well as teachers, in view of the problem of
poorly done projects and the demand by our informants for this type of
training.

. The manuals shouid be an integral part of all training, whether for
directors and teachers or community leaders. They should be used as
teaching aids and discussed and applied during the training so that
everyone is thoroughly familiar with their contents. The manual on
conservation and asintenance should also be used during practical training.
Everyone trained should receive manuals and be encouraged to share them
with others. Follow-up visits should check on access to and use of the
manuals.

. The manuals should be thoroughly reviewed with both teachers and parents
(facilitated by program staff) at a meeting with the Parents’ Association
at the time vhen tools are delivered or during the first follow-up visit
after training has taken place. The directorates of the Parent’s:
Associations should receive copies of the manuals, with the stipulation
that they be passed on to succeeding directorates.

. During training, more emphasis should be placed on planning a regular
schedule of maintenance activity, based on the calendar already developed
in the manual, as vell as planning special projects.
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1. A greatly strengthened follow-up capability should be developed which would-
incorporate the nuclei directors as well as program staff. Sufficient
personnel, vehicles and funds should be provided to allow twice-yearly
follow-up visits to each participating school by program staff,
supplemented by follow-up by the nucle{ directors. Everyone involved in
the follow-up program should receive orientation or training in supportive
supervision and basic principles of community development. Initial
follow-up visits should be scheduled within three months of training and
should enphasize the application and transmission of what wvas learned
during training; the use of tools, manuals and other resources; and
prqgress in carrying out planned activities.
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III. SCHGOL BQUIPMENT
Summary of Findings and Conclusions

The project deaign included procurement of furniture, equipment and supplies
for 3,800 classrooms as well as preventive maintenance tool kits for over
3,000 achools. The numerical project targets were substantially met or
exceeded, and on schedule.

The project commodity procurement function was reserved to AID, which in turn
cantracted a U,.S. procurement services agency named RONCO. RONCO performed
timely and well, and is to be commended for using Salvadoran counterparts to
the nexinmum extent feasibls for local procurement. Apart from the experience
gained by such private sector Salvedorans, however, the procurement capability
of the MOE ox APRE gained nothing from that experience. -

APRE did, howcver, gain.a substantial capability for delivery of furniture,
equipment and other commodities, Including textbooks. The extent that such
capacity continues, however, will depend on the extent that APRE's staff

remains within the MOE; and, as discussed elsewhere, the prospects for such

axe not bright,

A.  EINDINGS
1. Design Concept

Given the zcarcity of adequate furniture, and with the object of improving
learning and reducing the number of drop-outs, tha "Education System
Revitalization Project” contemplated, under this component, the acquisition
and distribuction of a total of 76,000 two-person student desks for a total of
152,000 pupil-places, in addition to 3,800 desk sets, teachers chairs,
cabinets, bookshelvss and blackboards. All the above described furniture would
be complemented with an adequata supply of supplemental items such as erasers,
chalk, rotebocks, pencils, maps, posters, graphics, etc., and textbooks.

The main objective of the above described equipment and supplies was to cause
an immediate impact, qualitatively and quantitatively, on the existing
capacity of the school system to admit and teach the students.The distribution

priorities of the equipment vere as follows:

a. Eirst Priopity
Highest priority vas given to complete sets of equipment, including student
desks and chairs, teacher desks and chairs, bookshelves and blackboards and
other supplemental items, for the 2,400 classrooms to be repaired and
reconstructed, and for the 400 new classrooms to be built under the Progranm.
One thousand extra sets were to be distributed to those classrooms that were
most in need thereof.
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Thus, 3,800 classrooms would be covered, which represented some 28% of the
total of primary education classrooms.

b. Second Priority

The second priority wes to be the rémnlnlng classrooms in those schools which
had been reconstructed under the Program. Ths remaining equipment was to be
distributed to those classrooms lacking such equipment.

2. Implementation ..
_ e. mrsmm:

The process of purchasing school furniture was undertaken by RONCO, a private
U.S. corporation, which mads its purchases from various Salvadoran school _
furniture manufacturers. RONCO procured the number required with insignificant

dclayg,

b Quality

In general, all furniture delivered as part of the project was new, although
there were various instances in which repaired (but good condition) furniture
vas dolivered, and a fev cases of delivery of used and unrepaired furniture.

In general terms, apart from the "Ara a® [Splder] type of student desk vhich
is the subject of an independent investigation, the quality has been
scceptable. However, there are certain details, such as the plastic or metal
terainals vhich tend to come off easily or nuts wvhich prematurely weaken.
Also, many teschers suggested that if it were possible, the tops of the desks
lhould be bonded with formica, because this matérial resists both the pen and
pencil marks which mai softer vooden surfaces, and the corrosion fron sveat of
student forearms which cottodes metal surfaces

As to design, with the exception of the Ara a type, the student desks, both
one and two person, are adequate and functional, although they have to be
proportioned for the three different grades (first, second, third) for
anthropometric reasons.

c. Distribution

The 1987 evaluation recommended an acceleration in distribution of furniture
in accord with priorities to be determined, without waiting for the
termination of the construction program. This recommendation wvas fulfilled,
but on various occasions the delivery of furniture was disorganized. In many
cases, a quantity of furniture not in accord with vhat vas expected arrived at
the schools. New furniture, of different types and dimensions, vas delivered
to schools with no relation to the previously conceived or discussed
necessities.
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As of this evaluation, there were still many schoolrooms constructed or
réconstructed under the project without their new furniture sets. We were
informed, however, that with funds stil)l available ‘from the AID donation, AID
would arrange the purchase and the MOE the delivery of rhe new furniture to
sutisfy the needs of the newly constructed or renovated classrooms within the
program,

Comparing the numerical data supplied by the MOE by way of RONCO with that
obtained in the field in the various zones of the country we found a series of
discrepancies (detailed below) as to the amount of furnishings (student desks,
desks, blackboards, etc.) delivered per classroom.

According to the project design, the distribution standard was to be 20.26
student desks per classroom and one teacher desk and chair per classroom, But
at tin natfonal level, the distribution stnndard of student desks and desks
has been as ahown below:

Student desks

Zone No. Classrooms No. Student Desks Desks/Room
Central 120 2,390 19.9
Western 6 - 675 ) 9.12
Eastern 190 1,150 6.05
Total 384 4,215 10.98
Ieachoxr Desky

Zone No. Claisrooms No. Desks Desks/Room
Centrsl 120 39 0.33
Hestern 74 . 22 0.30
Eastern . 190 ) 42 0.22
Total < 384 103 0.27

Under all headings of furniture distribution the official report shows less
furnishings delivared than we found to be the case. For example, on a national
lavol and based on the covered sample (105 schools) there exists, according to
RONCO, & total delivery of 2,190 two person student desks, but data obteined
in the fisld indicates a total of 4,215, nearly double that reported.

We have also found that there are schools assisted by the program which do not
appear on the list delivered by RONCO. Such is the case of the San Antonio
Silva School in the San Miguel c¢istrict, which according to the director had
80 student desks delivered, aithough it does not appear on the official list.
The same occurred vith the Maria Auxiliasdora School, which received 200
student desks but vas not on the iist.

d. Repairs .

Traditionally, minor repair of old furniture has been undertaken by meabers of
the community, using school funds obtained by variocus means (raffles, dances,
CONARA, and municipality contributions, etc.). The MOE has not had sufficient
funds for the system’s needs. These repairs were in many cases only partial
since many of the communities are located in areas in which there exists
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neither repair facilities nor :cpair peopla with nufflclenc skill and/ox
equipnent, .

Our survey indicates that major repairs wers undartaken outside the local
area. When such furniture repairs vwere effuctad through the MCE, the iteme to
be ropaired were taken sway from the localities roquesting them, and in the
majority of cases the quantity returned was substantially smaller than that
vhich had been sent out. Usually the difference amounted to between 308 and
458. The justification given wvas that many of the articles were in such state
of disrepalr that they could only be cannibalized for purts to repair others-
not so badly damaged. There were, howsver, cases in vhich the discrepancy was
obviously excessive and no satisfactory explanation was given,

Preliminary reports indicated that the implementation of a mobile repair team
had been undertaken by the MOE; however, field investigatfun indicated that
the i{dea vas never put into practice. We recommend furcher study of this
proposal, since ususlly only minor repairs, such as those imvolving simple
carpentry and rnot soldering and metal work could be carried cut on site.
Should this mobile team not be feasible, an alternative to metal furniture
should be considered. Although wood furniture requires a greater initial
outlay, because wood is scarce and costly in country, wood furniture is more
sinply and economically repaired.

B. CONCLUSIONS i

1. The school system at a national level suffers :n fnsufficiency in
furnishings vhich has not yet been fully covered by the program.

2. The 1nnutf1cien¢y is due {n part to the growing deaands of the school
population and in part to lack of s continuing program of maintenance and
repair of equipment.

3. "In general, the program met its objectives as it covered at a national
level the distribution of furnishings, although according to statistics the
eastern zone has been less favored. .

4. Apart from the student desks of the "Ara a" type, there are no major
objections to design or quality. The minor problems include small :
construction details which are readily solvable, and the proportions of the
student desks, vhich must be adjusted to grade level.

3. The Ministry still lacks an adequate control system with respect to the
distribution and delivery of furnishings.

C. RECOMMENDATIONS

1. Prepare, as quickly as possibla, an evaluation at national level of
furnishing needs within the primary school system, assigning priorities, with
the intention of creating programs for gonuinc necessity vhen fingncing
becomes availablo in the future.
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2. Consider allocation of resources for the cresation or improvement of -
properly equipped furniture/equipment workshops at the national level. Also
to be considsred are mobile repalr units for each zone so as to offer more
on-site maintenance and minor repairs to school furnishings. Private
enterprise alternatives, particularly nicrobuslnesso-. should be included in
such considerations.

3. Proportion the distribution and delivery of equipment and supplies in
such a way that more uniform coverage is obtained.

4. Consider certain changes in materials and construction details to
lengthen the useful 1ife of the furnishings, and redesign the student desks in
graduated dimension go that they conform to the student population for which
they are intended; for example. three types, conformirg to- grades 1-3, 4-6,
and 7-9. .

S. Devise and implemént an adequate planning and distribution system for

furniture and equipment which includes strict control at all times over
inventories, be the furniture in the shop or in the field.
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1v. TEXTBOOKS

Summary of Findings and Conclusions
Taxtbooks were prepared and published by the MOE with the help of the IBRD.
APRE, under this project, then distributed the books. Further, APRE provided

some training to about 18,000 primary level teachers, virtually all those who
would bs using the texts.

Since training was comploted before our evaluation, we could assess the
quality thereof only from lesson plans and interviewa with participants. WUe
fourid that to reach the 18,000 teachers within the time and resources
available, wholesale instructional approaches had been used, necsssarily of
more informative tchan formative nature. Thus we found too many schools in
which books were stored rather than used. Textbook use vas still constrained -
by teacher concern for loss or damage of "accountable assets”. Although 808
of teachers interviewved sesid they were using the texts, the majority of school
directors intervieved were not impressed that there was significant
improvement in teaching following the training and use of textbooks.

The textbook investment thus far has purchased little more than a "first
coat”, Substantially more investment in follow up measures is needed to
establish textbook use in the system and to realize the full return in the
total investment. Such measures would include teacher counseling and
supervision, further training in textbook use, and inclusion of such tralaing
in the professional education of the incoming teachers. Teachers need a clear
signal of encouragement from their supervisors and their Ministry that their
performance will be judged favorably rather than negatively by evidence of
vear and tear of the textbooks.

A. FINDINGS AND ANALYSIS
" 1. Design Concepts

The design concept for- Component IV in the Project Agreement addressed an
essential school need for textbook use in basic education (grades 1-6). The
design included a nev series of textbooks and teacher guides joined with a
program for training teachers {n their use. The textbook program had been
initiated with financing from the IBRD’s ‘Fourth Education Sector Loan starting
in 1979. The textbooks and teacher manuals were to be produced by the
National Plan of School Textbooks (PLANALIBRE), & unit of the Poda;oglcal
Services of the Ministry of Education.

The IBRD vwas to finance production and distribution of approximately 1,070,000
books for grades 1 through 4. They had not planned to covar most urban or
marginal urban areas, vhere most of the nev classrooms built by the AID
project were located, nor were textbooks planned for grades 5 and 6.

2. Design Evolution

The IBRD later decided to assist with restoration of the basic education
system and decided to complete the printing of essentisl texts for grade 1
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chrough 4 and all texts for grades 5 and 6. The texts were to he replaced on
the basis of a 15% annual loss rate, 10% increase in enrollment, and a 20%
rate of deterioration each year. The availability of that IBRD financing for
all textbook publication made more AID funds available for training in
textbook use and related activities.

In August 1987, the Grant Agroononc vas modified to redefine Project Component
4. The PIL provldod for technical essistance in the area of curriculum
dsvelopment and for 35 scholarships for post graduate studies. UNM was asked
to provide technical assistance for curriculum instruction and to assist with
the selectlon and processing of eligible candidates for out of country
graduate studies.

3. Innhnnmm_lmxhnn
a. Distribution of Textbooks

The Department of Basic Education of the MOE is responsible for the
distribution of textbooks and tsachier guides. This involves receiving texts,
including preparing the necessary documentation; warenousing them; selecting
schools and developing & distribution plan; contracting for actual delivery to
the schonls; and accounting for receipt of texts by the schools.

The distribution of textbooks encountered a few problems. There vere fewer
textbooks than needed and fewer guides than teachers. The demand and supply
gep has continued and additional books will be needed.

Another problem was the lack of transportation which APRE resolved by renting
vehicles until {t received its own vehicles. Even the armed forces offered
vehicles, but because the MOE would have to furnish gas and oil, this source
vas used lightly.

A more serious problem vas a shortage of manpower for packing and loading
books on vehicles, vhich was resolved vhan a crew of ten was employed by the
MOE. The entire labor force was stretched vi.en textbooks began to arrive at
airports and shipping docks, and they were hard pressed to find storage until
time for distribution to schools.

Tvo cases vere reported vhere books strayed from their destination. On one of
the fev times the armed forces made deliveries, it was said that the soldiers
geve books to children in their hometown. On another occasion, some books
found their vay into some private schools. This vas rare, and for the most
part the distribution was relatively free of such happenings. To date,
sppraximately 3.4 million books, teacher guides and workbooks have been
preduced and distributed.
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b. Teacher Training in the Use of Textbooks
(1) Textbook Training Program

The program for in-service training of basic education teachers in textbook
use was designed by APRE. Technical assistance was to be provided by the
University of Now Mexico (UNM). The National Plan of School Textbooks
(PLANALIBRE) and Program for the Preparation of In-Service Teachers (PPMS)
also agreed to provide technical support for the training of teacher trainers.

To establish guidelines for teacher training and policies for adnlnlltrntivo
and financial support of the program an interagency team was ¢stablished. The
tean vas constituted of two APRE represzentatives, a coordinator and assistant,
one representative from Basic Education (MOE) and one representative from
Educational Technology. - :

(2) Irxaining of Teachexr Trainexs

Candidates for teachexr trainer positions had to show evidence of competency in

the use of textbooks. They also had to possess good communication skills as
vell as teaching aptitude. Other requirements were maturity, leadership
qualities, ability to work with teachers, and some curriculum expertise. They
were also required to complete the California Personality Test, a knowledge
and aptitude test; write an essay on a pre-assigned educational topic;
participate in a micro teaching exercise; and undergo a personal interview.

Of the 80 candidates who presented thelr credentials; 64 made the first cut
and 48 vere finally selected. To date, 32 of the original 48 remain.

The training program for teacher trainers was rigorous. A totai of 320 hours
of instruction vas given, which is approximately the equivalent of 21 graduate
- credits, only 9 short of a master’s degree. The training program included
trips to Honduras, Colombia, the Dominican Republic, and New Mexico. All
members of the ;roup made at least one such trip.

) Im.nlnut_nmhm

We must note at the outset of thls section that one of the limitations of this
essentially end-of-project evaluation was the lack of opportunity to observe
training sessions in action. Firsthand knowledge of their operational
procedures and observation of the trainers’ delivery would have been helpful.
One of the team members did visit one training session on Family Studies and
some observations appear in Anngx 9. Othervise we rely heavily on the
observations of the teachers and their trainers.

(a) Program of Instruction

Four teacher trainers, each representing a specialized ares of the curriculum,
made up each teacher training team with one serving as cocrdinator. The teans
‘planned the training program, designed the content, implemented it and
redirected the training as needed, then provided evaluations and completed
progress reports.
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Initially eight teacher training teams were assigned éo the varfous sub-
regions, covering the entire country. Later on the teacher tralners vere
redistributed to form six teans instead of eight.

The training of the teachers themselves did not start until 1986. The
training teams worked through the regional, nuclei and school directors to
arrange for training sites in schools as well as to identify in-service
teachers. Some teachers were given permission to attend training sessions
while othsrs remained in schools with the students, which is one of the
reasons that some teachers still have not received training. -

VWorking schedules for each team vere made up by the APRE coordinator several
veeks in advance. The duration of the training sessions was usually from 2 to
4 days; howeVer, six teachers (8.2%) reported that they had received 5 days of
training and -five teachers (6.7%) indicated they had received 13 days of -
training, vhich vas unusual. Apparently each team established the duration of
the training session vith the teachers. Most teachers who had received
training indicated that their sessions lasted for 4 hours per day.

Teacher groups varied in size from 35 to 50 and even up to 60, with an average
size of 35 to 40. One or two trainers were assigned to the average-sized
groups; groups of 50 or more were assigned more trainers. Large groups,
howvever, provided less desirable learning conditiocns for such different
techniques for textbook use.

While by and large, the training went smoothly, some implementation problens
vers noted. There were frequent delays due to political strife.
Transportation of trainers to training sites was s problem until APRE’s
vehicles arrived. For s while public transportation was used or cars vere
tonzed to get them to training sites.

Per dion payments were often late. AID delays affected both vehicle delivery
and funding, vhich lntorruptod training for a shott period of time.

(b) Msthodology and Focus

Teachers wvho had completed the training session reported lecture as the most
frequently used methodology along with some group training. About a third
thought that although working fn groups was better than lecture, it was still
not satisfactory in teaching textbook use. Further, teachers attending
training sessions indicated that outside of @ few posters no audio/visual
presentations were included, which might have supported and assisted the
trainer’s presentations and made thes more interesting.

It is difficult to teach teachers a technique by simply talking. It is better
to observe e good teacher in a classroom at work with children. It would be
even better if the teacher could learn to use the book by using it vith
children, but this wvas not the case. Less than 5% interviewed reported a
training experience using texts with children. The training program did,
hovever, provide some opportunity for practice in using textbooks with
colleagues. Virtually all teachers who had received training reported this
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type of training. Teachers felt that practicing with their colleagues was noc
as good as practicing with students but was better than nothing.

Ve heard some teacher misconception that the training program was planned to
train teachers by grade level, making them feel that special training is
needed for teaching at each grade level., If teachers had been trained by
cycles -- which might have offered a mors global approach to the teaching of
textbook use -- or even with teachers from mixed grades, this confusion might
not have arisen. Nearly a third of the teachers comamented that the training
program had no real focus. It should have had a clear focus, such as
developing an appropriate methodology in keeping with the progressive
structure of the texts, or reshaping the teacher'’s role through use of
textbooks, or developing & more effective strategy such as group to;ching.
vhich is effective in meeting the needs of students with a vido rarge of
abilities. (See Annex 8)

(c) Qmam_cnnsm_hmnuunm_cunﬂxu_mﬂl

Most teachers felt that the trainers spent too much time on the philosophy of
the textbooks and on analysis of the textbooks’ structure. Insufficient
attention was given to ways of satisfying curricular requisites while also
vorking with textbooks, pupil evaluation and methodology. Some teachers noted
that the topics discussed were not interesting and that therefore attendance

vas erratic.

Teachers still have some serious concerns about using textbooks. Can they
begin to use them if they have not received training for the particular grade
assigned? If they are assigned another grade next yesr, must they be trained
again for that grade? Can they begin to use textbooks when all the children
have not received a complete set? Must teachers make two lesson plans daily,
one to satisfy curriculum requirements and ti»e other for textbook use? May
teachers start to use textbooks if they haven’t received guides?

Such concerns could have served as the basis for a training program, but there
vas no prior research design, pre or post test, or needs assessment study to
determine what teachers needed, ncr were they asked to participate in the
planning of tha program.

Many nuclsl 2nd school directors felt that even after taking the classes,
teachers wiuld need more training. About a third thought that wmore time vas

noodod for training.

As to timing of such training, 20% suggested training for tcachers in greater
depth during school vacation. Another 208 of teachers felt that training
should be given during school vacation or at the beginning of the school year.
Most nuclei and school directors interviewed felt that training at the end of ~
the school year was inappropriate. Some indicated they didn’'t send teachers,
or even suspended the training cospletely near the end of the school year
because students had already missed too much school.-

Despite their criticisms, most teachers rated the trainers’ performance as
good to very good (about evenly divided). Less than 208 of the trainees rated
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trainer performance as less than good. It must be noted, however, that since
this was the first training program of its kind, teachers in attendance had
nothing with which to compare the training.

(e) Evaluation of Teacher Performance

Procedures for assessing teacher performance kindle interest in what is being
taught, 1f teachers are not challenged, they may not be &as interested as they
should be. Their lack of interest could affect many children. It could
likevise slow the process of learning to use textbooks well.

Interviews with eleven teacher trainers indicated that they did not use
evaluative measures of progress in their training sessions. According to
conversations with teachers, at no time were they required to demonstrate
their ability in using textbooks. Some suggested that such evaluation by the
instruction team would have been useful. APRE felt that since this was the
first training program of its kind given in El Salvador, evaluation of teacher
performance might be sensitive. Howvever, since there was no provision in the
design for systematic visits by trainers to classrooms to assess teacher
performance in the use of textbooks, there was no way of judging the
effectiveness of the training sessions or even of making needed adjustments.
In the absence of evaluative evidence the groups continued to be trainsd in
the original format at the projected rhythm of 120 per team per week without
any specific directional changes or adjustments.

(f) Qverall Critique

The teacher training program charted a course, stayed on it and achieved its
nuxerical target in terms of training the projected number of teachers, and
beyond. Further, this was accomplished with a certain degree of
professionalism. Yet the program did not substantially assist teachers with
their basic concerns, nor give them the skills and confidence to plan and
implement an educationdl program using textbooks. Furthermore, it made no -
provision for follow-up training. Arguably, its resources might have been
better invested in reaching fewer more thoroughly than sprinkling many with a
little training.

The design seemed to lack sufficient pedagogical input. The linkages between
APRE, PLANALIBRE and PPMS wvere not as close as they should have been in the
critical early planning stages. They became stronger, however, and provided
valuable assistance as the project developed.

Political strife and time constraints affected program planning and
formulation; there was a understandable reluctance to take on more than could
be managed.

Field input was slighted. The design did not provide for a teacher needs
assessnent; nor otherwise did the design provide for the collection of
information, including teacher perceptions, interests and concerns, which
would have been valuable in effective planning and follow-up of the project.
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Neither did the design include builc-in.procedures for continuous evaluation
. of effectiveness for the purpose of making needed adjustments.

Training relied excessively on lectures. The design did not provide for
observational or practical activities for teachers in the use of textbooks.
Training in the use of textbooks must go beyond six or eight hours of
digcussion in a classroom. Teachers must see textbook use in action. They
must learn the art by practicing with students. Further,the design failed to
provide for the development of instructional materials to support discussions
on the use of textbooks by helping clarify and simplify textbook use
techniques. Nor did the design provide any significant audio/visual
presentations such as a video or slide presentation for teacher observation of
textbook use techniques. APRE said that there was no access to production

- equipment for the development of such productions; there should have been.
Complementary training vital to future continuance of textbook use was
omitted. The project design &id not provide training for pre-service
teachers. This could have been accomplished by providing in-depth training
for professors of pedagogy and have them impart such technical training to
pre-sarvice teachers. Nor did the design provide training for nuclei and
school directors. Their sense of being left out of the in-service training
program probably accounts for some lack of enthusiasm on their part for use of
textbooks by teachers.

c. Isnbmzk_uu
(1) Extent and Manner of Use

Teacher trainers felt that teachers in attendance showed keen interest in the
training. They said that teachers carried away a lot of important information
from the training sessions about reading readiness, lesson plans, evaluation
of pupil progress, group teaching and other methodologies.
One measure of the success of such training would be the use of the books in
the classroom. Better yet would be the use of books with evidence of some
measured competency gained from the training received. Evaluation team
members saw some excellent teaching vith textbooks taking place. There were
also cases vhere the textbooks were merely substituting for the work of the
teacher, as students just copied the content of the book into their note
books. (See annex 8)

Of the sample intervieved, 80% of teachers said they were utilizing the
textbooks. On the question of better performance by teachers in use of
textbooks, nearly 408 of the directors indicated they noticed better
coanunication between teacher and students. About 1 in 6 school directors
noted a nev interest in learning by students. About 40% said that classes
vere more active since textbooks were being used.

Two simple checks of textbook use were made by the evaluation team. One
consisted of checking whether textbook pages had been turned or the books
soiled. More than 808 of such checks indicated usage. A final check was to
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see i{f a student had been assigned a book by looking for a student’s signature
on a card on the bottom cover of the book. This card was a gimmick used by
APRE to determine how many students would use the book in a three year
projected life period. Nearly half of such checks found student names. The
remainder had no names, indicating likelihood that the books were not being
used,

Also, to measure reading abiljity, the evaluation team interviewvers developed a
simple quick reading test and randomly administered it to 33 students at all
grade levels. The vords were arranged in rows of ten, ranging from easy to
more complex. A rating scale was devised and a student missing one word in
ten would be clagsified an independent reader, two misses indicated a reader
at the level of instruction and three misses a reader at the frustration
levél. Over half rated as independent readers, about a quarter at level of
instruction and fewer than 1 in 5 at frubtration level. (See reading test at
Annex 9) :

(2) Continuing Constraints to Use of Books

Some problems are impeding the use of textbooks. Teachérs fear that if
students loss or destroy a book the teacher will be held liable. Teachers
sust be relieved of such concerns and freely use the books as intended. Also,
there is imbalance between enrollments and books allotted each school.
Further, an excess of mandated subjects has crowded the teacher’s daily and
veekly wvork plans. They are torn between programs and need guidance as to
priorities.

(3) PRotentisl Reljef of Constraints
(s) Teacher Supexvision and Assistance

In vievw of the lack of supervision in the schools snd inadequate control of
the classxoom teacher by the school director, the use of textbooks might get

worse before it gets better._ Nonetheless, teachers have profited in some way
from the training and would like to have more, in greater depth.

The teacher training program made no provision for follow-up, and perhaps here
lies its greatest weakness. One teacher interviewed described it well when
she said "They left us up in the air with training.” “Now, they leave us to
solve our ovn problems.” This {s the case, pure and simple. Teachers have no
one to turn to. Unless supervisory services are restored and the technicsl
capacity of nuclei and schosl directors raised, an effective textbook program
is unlikely to survive. -

When teachers vere asked who would help them with follow-up, about s quarter
named the school director. About a fifth mentioned the teacher trainers and
nearly a third thought a specislist in textbook use would be most helpful.
Only in exceptional cases was the nuclei director mentioned. Many nuclei and
school directors would like to raise the level of confidence among teachers in
the directors’ ability to render technical assistance. They would like to
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have their own training program on textbook use, claiming that it is
uncomfortable for a school administrator to take classes with teachers.

(b) Textbook Conservation and Replacement

Many teachers are using the textbooks, and, encouraged by their teachers,
students are using them out of school as well as in school. The books are
deteriorating from constant use and will need to be replaced soon. The
prospects for prompt replacement need to be determined before the beginning of
the new school year.

Where the books were assigned to students for home as well as school use, some
students had improvised book covers, but many had not. The books would have a
longer life if they wvere covered. Teachers must be motivated to promote the
preservation'of these books, although not at the expense of not having thenm
used. Teachers must be reassured that they are not personally liable for book
losses. At the same time cooperation by both teachers and students is needed
to get the most out of the books for the longest period of time.

4. Prospects for the Future -

In closing, the evaluation team expects that the textbooks will be used and in
time will be used better. The basic education system will improve because
there is an abundance of educational expertise to move the system forvard in
quest of this goal. The team vitnessed vibrant, young and intelligent
students reading textbocks at various grade levels. it is these students who
will push the teachers to operate at a higher quality level and it might be
just vhat is needed to bring about maximum benefits to chiliren via the use of
this excellent set of modern textbooks.

B.  CONCLUSIONS
1.  Ixsining .

1. The training given teachers was of insufficient duration and depth to
provide the competency base to effectively use textbooks. Most teachers
need additional in-depth training to help them become mors effective users
of textbooks.

2. The effectiveness of teacher training was constrained by large class size
and lack of audio-visual aids, practical demonstrations and "hands on"
experience.- .

3. Motivation of teacher interest and dedication to learning the complex skill
of textbook use was constrained by lack of course content that related
closely to teachers’ needs. )

4. Overall effectiveness of training was limited by failure to gather
information on the interests, perceptions and needs of teachers.
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2. Supervision and Support

. Effective use of textbooks has been constrained by the inadequacy of

supervisory services.

. Effective use of textbooks has been constrained by nuclei and school

directors’ inability to provide teacher guidance and counsel because of
lack of knowledge and understanding of textbook use.

. Textbook use has been constrained by teacher hesitation to accept and build

a new role for themselves relative to their students.

. ‘Effective textbook use has been constrained by teacher uncertainly

concerning the priority and utility of textbook use in relation to the many
other programs being introduced in basic education,

. Teacher concern for liability for lost or destroyed textbooks tends to

limit textbook use.

. The intensive training received by teacher trainers qualifies them to

render continued training and supervision of teachers in textbook use.

C. RECOMMENDATIONS .
1. Content of Textbooks and Teacher Guides

. That the MOE textbook production staff explore the possibility of

developing texts which facilitate revision at minimal cost.

. That the MOE conduct an evaluation of textbooks before revision takes place

to incorporatc feedback from teachers and school directors.

. That the MOE seek feedback from the nation’s teachers concerning teaching

strategies for use in teacher guides. Some mechanism should be devised to
insure a steady flow of such suggestions.

2. Irxsining

. That the MOE include textbook use training for all pre-service education

teachers.

. That the MOE require that all professors of pedagogy in pre -service

education institutions have a high level of expertise in use of textbooks.

. That the MOE provide training to nuclei and school directors in the use of

textbooks.
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. That the uoé consider establishing an in-service program during school

vacations for more profound and timely training, with gome kind or
recognition for professional growth activities by teachers.

. That the MOE consider video or live television programs presenting step by

step sequence of textbook use,

3. Teacher Supervision and Support

. That the MOE redesign the distribution system for textbooks and

instructional materials to provide more efficient service.

That the MOE obtain more precise enrollment data so that textbook demand
and supply are in balarnce.

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

. That the MOE provide assistance to teachers of grades 1-6 in understanding

a nev role of guiding students to many souices of knowledge and discovering
vays of applying it.

That the Salvadoran basic educstion system provide close and continuous
supervision in the use of textbooks until it becomes fully accspted by
teachers.

. That the MOE communicate clearly to teachers that textbooks were provided

for use and that the more wear of books the greater the use and benefit
received by basic education students.

That the MOE assign the present group of trainers to the sub-regions as
integral elements of the sub-regionsl offices in the role of teacher
textbook use specialist, to provide technical assistance to teachers and
their supervisors and promote the effective use of textbooks.

4. Research

That the MOE encourage teachers to do action research in the classroon
vithout the use of complicated research techniques. Technological
institutes, regional offices and faculties of aducation, particularly their
graduate should be similarly encouraged to do ressarch in the use of
textbooks.

. That the MOE seek ways (such as a newsletter) to record and disseminate

this research to other teachers.

That the MOE consider how such a body of research relative to textbook use
could be otherwise disseminated and made available for easy access by the
entire educational community.
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4. That USAID, USIA, IBRD, UNESCO and other international agencies invest a
small amount of fundln; in offering rewards, prizes or special recognition
for the best research papers. :

5. MOE Policy

1. That the MOE cstqblilh a national policy on the use of textbooks by
students, .

2. That the MOE not hold teachers with such meager salaries liable for
textbook losses.

3. That the MOE plan for textbook replacement be made as soon as possible.

4. That the MOE provide assurance to teachers that texts will be provided for
all students in the nev school year.

S. That the MOE prepare for the task of continuous revision of
textbooks.

6. .That the MOE include the costs of such revision and replacement in the
ongoing budget of the MOE.

7. That the MOE develop as soon as possible a comprehensive system to measure
the reading development progress of students at every level.

8. That the MOE establish a curriculum development department which should
adjust discrepancies between the new textbooks and national curriculum
expectancies and continuously revise curricula and rationalize the basic
education programs to facilitate management by teachers.

9. That the MOE consider establishment of a curriculum center vhere modern
sets of textbooks and other instructional materials from many parts of the
world are gathered and displayed.

10. That the MOE consider identifying a series of strategically located
schools to be used for observation and practical application by teachers
in the use of texts with children.

11. Novw that the MOE has a modern set of textbooks, instructional materiasls,
and talent to produce supplemental reading materials, that it consider
experimenting with early school leavers. "Open door schools® or "catch up
schools® could offer programs in late afternoon and early evening. This
second chance might assist such students to preserve what they have
learned, gnd move further toward functional literacy.

12. That, since teachers have examined and used the texts, they be encouraged
by the MOE to write short stories, poems or even texts.
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V. PROJECT ADMINISTRATION
Sunmary of Findings and Conclusions

For project administration AID and the GOES agreed on the establishment of a
separate GOES management unit eventually named "APRE." Arguing for a
completely separats unit were two principal factors. Prevailing GOES salary
levels vere not sufficient to keep ministry staff from working at other jobs
_ to supplement their meager salaries. Higher salaries for the separate unit-
would likely motivate a higher level of performance from professionals
saconded from the MOE and other GOES agencies. Also, apart from such GOES
professionals, the higher salaries would attract from the private sector a
higher level of experience and expertise than would be available at prevailing
GOES salary levels. A second argument for a separate management unit was that
operating vith grant financing from abroad, it could administer the project
vith somevhat greater freedom from GOES bureaucratic budgeting and accounting
requirements and procedures than could the MOE.

The project design represented a compromise, assigning the special management
unit a rather vaguely defined "coordinating® role rather than making it fully
responsible for all aspects of project implementation. Substantial project
implementation functions were left for the Ministry of Education. 1In
practice, howvever, under pressure for expedited project execution,
particularly over the final two years after a disastrous first two years, most
functions gravitated to APRE from the MOE and, for construction most  major
functions gravitated to the UNM from APRE.

The concept of faster implementation performance lost some validity in
practice. APRE itself had to be built largely from scratch, and had major
groving pains of its own vhich were detailed in the interim evaluation. APRE
vas able to improve its performance substantially over the final two years,
but still vas often frustrated in its dealing with other Ministries,
particularly the MOE, by rosonc-ent of higher salary lovoll and gonorally
proforrod status.

While the original concept was that APRE would continue in existence to serve
other projects, in fact any nev project appears too distant on the horizon to
provide continuity for a majority of APPE staff. Although the MOE has offered
to sbsord all APRE staff, it seems improbable that many will be sufficiently
motivated by the lubstantinlly lover MOE salarias. Thus, it appears quite
likely that most of the experience and expertise gained by APRE over the last
four years will be lost to the MOE. -

A.  BACKGROUND

The special managemeri unit (SMU), Administration del Proyecto de
Revitalization del Sistema Educativo (APRE) vas originally created out of
concern that activities of the project be iwplemented and resources allocated
in a timely and effective manner. The creation of a separate unit to
aduinister project implementation is not nev to USAID/ES. Separate management
units have been established for projects in water (ANDA), population (SATU),
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public works (AM1) and agriculture (OCOPROIL). All generally appear to share
the same characteristics, They are initially conceived ss temporary with a
minimal number of personnel who are hired or contracted vut of their
respective GOES ministries. Salaries and benefits are usually higher in order
to attract well-qualified personnel and to encourage them to devote 1008 of
their time to the job at hand. It is also envisioned that these units wiil
have easy access to all divisions vwithin their respective ministries and that
coordination and the flow of information between the units and their
respective ministerial divisions will be facilitated.

As originally planned in the Project Paper, APRE was to enable the project to
effectively achieve its goals and purposes through time-phased implementation
pians, budgets and mansgement of project inputs. Project administration,
hovever, was to be the responsibility of the Ministry of Education (MOE)
Department of Construction and Maintenance' (DCM). Technical sssistance would
be provided by a USAID-contracted firm for consuliing and training sexrvices to
the DCM. Both APRE and USAID were to have oversight responsibility for the
contractor. Annex 14 indicates the specific functions of APRE as conteined in

the Project Paper.

Following approval of the Project Paper, u ¢ .ut Agreement was signed which
charged the MOE through APRE with implementis; an effective regional
supervision system in order to maintain constant supervision of the repair and
maintenance activities. APRE would also have a professional and support staff
including technical specialists, such as engineers, architects and a
controller and or acccintants to maintain adainistrative and financial
records. The major ohjective of the msnagement unit stated in the project -
psper vas to "enable (the Project) to effectively achieve its goals and
purposes”. Its responsibilities and functions covered the entire range of the
implementation process including time-phased implementation plans, budgets,
and the management of project inputs in accordance with approved plans.
Additionslly, APRE was to be responsible for all Project funds and for
monitoring and reporting project rctivities.

1)

The Grant Agrecment indicated that supervision of the construction and
restoration work would be perforsed by a qualified supervisory engineering
firu. Eventually, pursusnt to implementation letter (PIL) No. 31, A.I.D.
contracted with project funds the University of Newv Mexico to supcrvisze sll
construction and reconstruction activities including exterior works. Thus,
the project administration and construction supervision services vhich vere
originally the responsibility of the DCM, were transferred to APRE and the UNM
respectively, and the DCM’s responsibility in the Grant Agresment was changed
to attending to repairs beyond the capacity of the schools and to manage the
preventive maintenance compcnent including updating sn inventory systea to be
used for work scheduling purposes. To carry out those responsibilities, the

DCM would receive vehicles and locally procured tools and repair materials to

carry out the system-wids school preventive maintenance program.

The UNM’'s original role was advisor to USAID/ES, MOE and APRE. UNM wvas
avarded the contract on s non-competitive bagis; its original Chief of Party
vorked directly under the Director of OET and was physically located at the
USAID/ES. The evolution of the problematical contractusal relationship between
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USAID/ES and UNM is discussed under separate cover, For purposes of
considering project management more gensrally, it need only be noted here that
the UNM contract became the convenient place to turn for additlonal services,
be they advisory or, as in the case of construction, operational. The one
exception being procurement sexvices which USAID/ES contracted from a U.S,
procurement services agancy, RONCO,

UNH's involvemant in project implementsiion as distinct from an advisory role
resulted from USAID/ES continuing concern for "numbers” and the realization on
the part of USAID/ES and the UNM that APRE did not have the necessary
expertiss or institutionsl esgility timely to fulfill the project objectives
under Component 1. Thus, AID contracted with UNM for the project
implemantation role under Component 1 and UMM began lollctcln; bids and
contracting with local consctuccton companies,

“'}'l
Given the above brief bnck.round sketch, this paper vill nov examine the
management role of APRE within the nbova context to determine what management
procedures and skills were developed and implemented during the project
implementation perfod that could be integrated into the GOES framework,
especially in a follow-on project. This examination of the management
component is not intended to provids an in-depth look at ail areas associated
vith management; that ves accomplished during the mid-term evaluation and the
recomendations of that evaluation are part of the basis for the SN of this
evaluation.

This evaluation looked at 10 key areas vithin the management of the project,
all of which relate to the purpose of this evaluation. These are:

Organization

Supply & Logistical Support

Planning

Management Information System

Implenmentation

Personnel

Coordination

Information

Supervision

Finance

In addition, at Sections II.A and VI.A wve have examined in some detail the
role of the University of New Mexico in Project implementation.

B.  ORGANIZATION
1. [Eindings ’

APRE vas originally conceived as a management unit that vas to deal with
procedural and compliance requirements necossary to carry out technical
activities. As vas mentioned in the interim evaluation, however, once project
implementation begins, the emphasis often changes from hov a management unit
vill proceed to vhat is to be accomplished, and the project focus narrows to
viev only the outputs as pressures mount to disburse funds locked into a tight
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time frame. Thus, APRE which was originally conceived as a management unit
with access to specific technical supporc, became transformed to a traditional
{nternal administrative support role.

APRE has become an almost entirely independent unit from the MOE and is
regarded enviously by different divisions within the MOE as an “isiand" or
"little ministry”. Under the previous government, APRE sxperienced continued
interference from senior officials who occasionally used the project to gain
political advantage. Add to this the lengthy delays APRE experienced with
USAID/ES with regard to action plan approval, delivery of computers and tool
kits, and one can appreciate the difficulties it experienced in trying to
devel(p an effective management capability.

APRE's organization has undargons” many changes since the inception of the
project; but fts most racent organization chart (Annex 15) developed during:
this evaluation is not unlike that presented during the mid-term evaluation of
1987. It comprises Technical and Administrative components with APRE Regional
Offices remaining intigrated into the implementation focus of the technical
components, again with the exception of Component 1, which although not
indlcated, falls under "Obras Civilaes".

There is regular communication among the different units and divisions within
APRE with weekly staff meetings taking place that include the APRE Regional
Offices. Improved communication between the units has led to stronger
coordination among the functicnal units. -

There 1s not, hovever, a "Manual de Funciones” nor a Procedures Manual.
Instead of the latter, APRE uses the differont Project Implementation Letters
(PILs) issued under the Grant Agreement. APRE staff are knowledgeable about
PILs as vell as AID Handbook 11. :

In line with the reorganization of APRE, is the regionslization that has taken
place with the estebiishment of MOE Regional Offices in San Miguel, Santa Ana
and Santa Tecla. The regional offices comprise a main building, s warehouse
and a multi-purpose unit that may be used for training sessions. These
offices have allowed greater facility of access to resources for the rural
school principals, and school officials and community members who look to them
as the source of material and human resource assistance.

There is insufficient communication bstween APRE and the different units of
the MOE., This is understandable given the privileged status of APRE personnel
earning higher salaries than their MOE counterparts, havigg sufficient
quantities of materials and equipment -- including vehiclos and ffuel -- to
carry out their work and one can appreciete how envy turns intc resentment and
comsunication ceases to exist.

Project implementation was unnecessarily hindered due to the "island” status

of APRE. The communication breskdown affected all components and the delivery
of services, including training, maintenance and distribution of materials.
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2, Conclusions

8. Creation of the specifal management unit to assume responsibility for
project implementetion created resentment on the part of the corresponding
ministry resulting in breakdown of communication, lack of coordination and
conflict between the existing Ministry units and the "apacial” one.

b. The absence of a personnel management system and the lack of personnel
records including job descriptions and procedures has hampered project
adninistration,

3. Reccmmendations

a. Where feasible, USAID/ES should consider ways to assist already existing
managément units for implementation and oversight purposes rather than
establish additional ones.

b. USAID/ES should assist the MOE in establishing personnel systems.

C.  SUEPLY AND LOGISTICAL SUPPORT
1. Findinga
a. Contractors

With the assistance provided by the UNM, the project was able to meet all of
the quantifiasble objectives. The procurement agency contractor, RONCO
assisted the various components through the purchase and storage of
commodities. On occasion RONCO was assigned responsibility for distribution
of commodities with suthorization of USAID and approval by APRE. RONCO did
not provide technical assistance and in-service training to APRE in the areas

of procurement slthough this was s recommendation in the interim evaluation.

v. Iransporcation

Accordiiig to USAID/ES 67 vehicles were made available under the Project. Two
of thase wzre reported stolen and a third vas burned. Insurance payments have
been received for two of the three vehicles and the third clz‘m- is being
processed. At present vehicles are assigned as follows:
&6 - APRE
19 - UNK )
2 - USAID Contract Personnel -

The contract personnel are avaiting the necessary approvil and documentation
to turn the two vehicles over to the MOE. UNM has slready delivered 10
vehicles to the MOE. APRE has a Transportation Department which controls the
assignaent of vehicles, fuel, mileage, maintenance and trips. Fuel is
purchased locally using "coupons”. The person in charge of transport
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maintains a meticulous account of all venicle services provided. The vehicles
are checked regularly by a contracted garage. In general, the Transportation
Department is reputed to run a tight ship with regard to vehicle use and
provide excellent support to APRE as well as to the MOE.

This latter point, however, was disputed by the DCM which indicated that
although requests for vehicle assistaice were made on repeated occasions, it
was only in a few instances tha: APRE complied with the requests. It should
-alsc be noted that during this ovaluation the tuams used APRE vehicles for
theiz trips to some 125 rural communities over a four-week period. In not one
instance was there recorded by the chauffeur, information relative to the
places visited or distances covered, nor was a request made by the chauffeur
for a tesm member's authorized signature following daily use of the vehicle.

c. Inventories

Inventories of supplies and equipment are maintained by each project
component; however APRE does not maintain a mastor list of all inventory.

The ostensible reason for changing warehouses from the MOE to those of the
procurement specialist was insufficient space at the MOE; however the decision
to change vas made vhen it was learned that MOE personnel were receiving
kickbacks on the warehouse leases. New MOE warehouses are in the process of
completion.

d. Puxchasing

Smaller items for APRE's administrative needs are purchased by APRE without
involvement of the MOE. There is no purchasing manual; all purchases are made -
according to GOES procedures. Ma‘sr commodity procurement, such as vehicles
was handled by the purchasing contractor, RONCO, or for UNM's initial use, by
UNM.. . .

e. Distribuytion

Except for some distributions made by RONCO at specific request of AID, all
distribution of supplies and equipmant to schools and other Project activity
sites vwas carried out for all comporients by APRE. Performance of the
distribution system, patticulatly as to accountability, is discussed in detail
at Section 1I1I supra.

The MOE {s sufficiently competent to assume the responsibilities formerly
carried out by RONCO as there are well-qualified personnel with ample
experience in the MOE.
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2. Conclusiona

a. Neither APRE nor MOE have maintained adequate inventory of equipment and
materials received under the project.

b. Distribucion controls were lacking and procedures for distribution were not
alvays followed for distribution of school furniture.

S-W

a. The MUE should ensure that the effective supply and logistical systens
developed by APRE be installed where necessary in related units of the MOE.

b. APRE and MOE should also ensure that a complete inventory of sll project
materials and supplies be conducted prior to acceptance by the MOE.

There is widespread agreement that the project design was improvised under
heavy time pressure, and that, combined with the failure of performance of the
original base-line study contractor, led tv the project not being planned
according to real needs for the quantity of financial support available. The
project vas hurriedly designed by USAID/ES with insufficient involvement of
Salvador in an attempt to respond to needs of El Salvador’s political as well
as educational systems. As a result of this hurried planning and, more
isportantly, the improvised implementation which followed, the wajority of the
schools which benefitted from the project are located in urban areas and not-
in rural aress. They are also concentrated in tvo departments (Morazan and La
Paz) in El Salvador.

There still remains for the MOE real and urgent educational needs throughout
the country even though the project has met its objectives in teras of
classrooms constructed or rebuilt.

- b.  APRE Administrative Plan

APRE has still not developed an Adainistrative Plan. This was recommended in
the interim evaluation in 1987. Since then, in spite of additional staff
incorporated into APRE as wvell as changes in job functions, there is still no
Plan.

c. APRE Management Plan

The interim eviluation also recomsended that a management plan be developed
vhich considered the requirements of the technical components. This

55



comprehensive action plan for the four technical components and a specific
management plan for the fifth was to he compiled in a single document and -
would show how the various components would {ntegrate implementation '
activities within a given time frame. The comprehensive action plan has not
been fully implemented and the attempt to do so falls short of meeting the
need.

There have been occasional delays in the review and approval of Action Plans
by the Corte de Cuentas and USAID/ES. -

Originally, the plans wvere envisioned as incorporating not only the ideas and
expressed needs of the system as seen by project personnel, but those of the
directors of the nuclear schools, school principals and teachers, Parents
Associations, the Directorate of Infrastructure and Educational Information
(DIIE) and the Directorate of Primary Education as well. The evaluation found
few nuclear school directors and ng school principals or teachers who were
asked to participate in planning activities.’

d.mm;m_m_mm

APRE would have had greater success if it had more contact with the various
units in the MOE and if there had existed a better communication. Most
importantly, chances for success would have been greater had there been
designed from the initial stages, a follow-up system for the activities
undertaken through the project.

As mentioned previously, working groups including USAID/ES, APRE, MOE and UNM
vere established based on & recommendation in the previous evaluation. These
very likely could have played an important role in the planning process had
they been continued.

2. Conclusions

8. USAID/ES did not involve various levels of the MOE as well as the target
population during the planning process.

b. APRE has failed to incorporate previous recommendations concerning an
Administrative Plan and a General Action plan into its management systesm.

The contract between USAID/ES and UNM specified that technical assistance
would be made available to develop, establish, and make operational, practical
computer-based applications for education program management, control and
decision making. The technical assistance was to include also assistance to
APRE and the DIIE to learn the skills for maximizing the utilization of all
available hardvare and software. The interim evaluation recommended that the

56



MIS effort be integrated with the existing information base of the HOé in
order to ensure MIS survival following the PACD and cited the DIIE as the
necessary linkage to assure long term viability of the MIS.

According to a final report from the MIS technician, (Annex 16) work with the
DIIE of the MOE began in February, 1587 although USAID/ES endorsement was not
given uncil the last quarter of 1988, The technician took the responsibility
of "making a contribution” himself by providing technical assistance without
USAID approval. This clearly points to a lack of oversight and directlion on
the part of the UNM’s chief of party, although as mentioned elsevhere in this
report, project direction was dispersed among USAID, the senior staff at the
MOE and the UNM representative in Albuquerque. Staff felt both a lack of
direction as well as an unusual degree of freedom in doing what they saw as
necessary. This wvas particularly true for the MIS,
APRE received training from UNM in the software, MS-DOS, OFFICE WRITER and
LOTUS 123; training was not given, although it is indicated as having been in
the above mentioned final report, in the software, Superproject Plus, and the
STEP Modeling Systea. :

The training was carried out over a 45 days period during May and June, 1988.
A second course was given during September/October to the heads of the various
sections who, in turned trained their personnel. Instruction was two hours
per day. APRE rated the quality of training as very good and indicated that a
UNM representative was present every day. UNM also assisted APRE in computar-
related problems especially in resolving the matter of decimals in Component
1. APRE would have liked longer training im, UNIX, VENTURA and MULTIPLAN,
vhich are more difficult to learn.

The Department of Infrastructure and Educational Information (DIIE) is the
information processing unit of the MOE. It has units concerned with
docunentation, inventory, statistics, infrastructure and computers. It has
two NCR and WANG CPU’S and eight terminals. 1t processes data from
practically all the units in the MOE including Statistics, Human Resources and
Finance.

DIIE received one day of talks on computer software and some training upon
receipt of the NCR equipment in December, 1988. The training was in the
softvare, INGRES, UNIX and "C" Language. Training consisted of 1.5 hour
sessions, twice weekly and the presentations were regarded as good. The
scheduling of training sessions was haphazard, however. There vas no plan for
the training nor a schedule the DIIE could follow. The training was regarded
by DIIE as incomplete with insufficient follow up.

The MOE’s Education Technology office has 1 computer. lts staff received
computer training within a general training program which involved members
from a variety of agencies. The computer training lasted 42 days from February
12 to July 15, but there vas no computer available. When the computer
arrived, the 36 students attending were divided into nine groups of 4 persons
each. Each person had about 30 minutes per week of computer time. For some
students the training was complemented by study at UNM in Albuquerque. The
training was said to be well delivered but there has not been any follow up.
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The Education Technology office has requested more training from UNM, but has
not received a response to its request.

ODEPOR, the planning unit, experienced difficulty in getting UNM to train that
office in the STEP. UNM eventually provided a technician whose purpose was to
assist ODEPOR in developing a plan. The technician spent four months at

_ ODEPOR but no plan has been developed.

The UNM developed a regiunsl system in Santa Ana and coordination with the
main system vwill either be done by modem or will be transported by disk.

Presently there are three MOE personnel being trained at UNM in computer
programaing and maintenance. Upon their return they will be responsible for
implementing & modeél fot a system to be used within the MOE.

2. Conclusions

a. UNM staff were directed from USAID, senior management at the MOE and their
head office in Albuquerque. As a result of this confused leadership, staff
occasionally took it upon themselves to go beyond the requirements of the
contract and to provide assistance to those units or individuals they
considered in need.

b. The UNM contractor’s assistance in MIS vas not well plarined and vas
delivered to units of the MOE, particularly the DIIB. in & haphazard and
incomplete manner with insufficient follow up.

3'-lmnnnslu1m

8. USAID should see that Action Plans define more precisely the objcctivo: of
technical advisory services.

b. UNM should review and revise its policy of project management to provide
more precise objective definition and closer oversight for technical
advisory personnel.

P.  IMPLEMENTATION
1. [Findings

During the first tvo years of project implementation there were innusmerable
delays due to a vavinty of causes. Some involved 1lack of personnel, others
lack of flexibility on the psrt of USALU/ES concerning funding procedures,
failure on the part of one of the first technical assistance contractors to
complete a baseline data survey, a lack of decision making on the part of
USAID/ES and AID/W whereby it took one year to receive an ansver concerning
bidding procedure, and too much improvisation in implementation activities.
Added to these were the bureaucratic steps involved in a project financed with
external funds 1nc1ud1n; roviows and approvals from local agencies, such as
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SETEFE and Corte de Cuentas and their refusal to accept documents due to alnor
errors that resultéd in many instances in substancial delay of payment either
to APRE or to the local contractors.

The mid-term evaluation made rscommendations that could have contributed to
the flexibility of Component I.

UNM assumed implementation responsibility for Component I when it became
apparent that without such reinforcement, APRE would not complete the project
vithin the spocified time perfod. The departure from the traditional manner
of contractor selection to a lottery system has gained favor anon; practically
all those involved. -

Project implementation was facilitated with the installation in APRE of
vaiious representatives of ‘the Corte de Cuentas whose purpose was to expedite
the processing of paynent and liquidation documents.

' leen the recommendation in the mid-term evaluation to employ more staff using
PLABO funds, APRE attempted to do so but was prevented from doing so by SETEFE
which, given the GOES hiring freeze, insisted that any additicnal personnel be
seconded from units within the MOE.

Distribution of furniture and other school materials was carried out in
accordance with information supplied by the APRE supervisory engineers and
confirmed by school principals. However RONCO i{s reported to have distributed
numerous pieces of furnituxe on its own prior to the 1989 President Election.

Preventive maintenance kits were distributed by stages following training of
those who would use and be responsible for them. However, as of this
evaluation there are schools that have still not received maintenance kits.

Project implementation was also characterized by the involvement of MOE senior
managenent in making decisions of a technical and political nature. For

" example, political intervention led to prequslification of e contractor who
vas not capable; selection of project schools according to proximity to
politician’s home bases, and replacement of participant training nominees
proposed by MOE staff by others who lacked technical backgrounds. Neither UNM
nor USAID/ES objected to such decisions if the selections met certain minimun
standards. .

2. Gonclusions

a. The project completed its construction objectives.

b. AID/W delayed project inplenintation during the initial stages and over
the past tvo years application of political "criteria® interfered vith
project implementation. This resulted in improvisations which were not
included in the Action Plans.

c. The quantity of school furniture delivered by RONCO is not known to APRE.
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G.  PRERSONNEL
1. Findings

APRE experienced an increase in personnel following the mid-term evaluation
although a hiring freeze (Decree 11) limited the number to be employed. There
continued to be need for additional personnel in the Finance Department where
‘the shortage has had serious consequences: (see Sectfion V.K infra) whllo
there vas an increase in administrative personnel there was also
simultaneously an increase in the demand for administrative services. Thuc
the demand for administrative services still exceeded the supply. The interim
evaluation also discussed the need for oversight personnel to assure that
procadures and regulations of those agencies involved in the various
requirements of -the project bs adhered to. This lms been accomplished by the
installation of additional personnel in the administrative sreas as well as
that of representation de Corte ds Cuentas. A

At present there are 193 personnel, 46 of whom are appointed GOES employees
and the remaining 147 seconded from the MOE. The Personnel Office of APRE also
provided another count of 223 personnel. APRE personnel are organized in
accordance with the organizational chart (Annex 15)

By Presidential Order to the Minister of Education, the Vice Minister of MOE
under the previous GOES was named as project administrator and together with
the project director, coordinated the role of decision making.

As there wvere no regular personnel evaluations carried out among the various
staff levels in the project, the actual capabilities of the personnel were
unknown &s were their achievements. Some of the personnel selected to vork in
the project as trainers vere not really qualified to fill that role according
. to teachers and principals who had been trained through the project. Staff

development and motivation of staff were undertaken by way of study tours to
the U.S. Some of the participant selection, however, was not based on merit
so much as on political factors of concern to MOE senior management.

Training of project personnel as vell as to staff of other MOE units vas
carried out by UNM either directly or through the projects’ participant
training component. Some personnel received Masters’ Degrees in Education or
Public Administration while others attended courses in Pedigogy, Plamning,
Preventive Maintenance, Construction, and Computer Science. Uhile this
training vas beneficial to the individyals involved, many who were trained
vill not stay with the MOE following the PACD. -

Training for Project personnel in project implementation and sdministration
vas carried out by SETEFE. Specifically, they wero trained in accounting,
Regulation 1204 which concerns GOES rules governing financial transactions,
planning, and expense vouchers and reporting. This training was carried out
during the first part of 1988.

The project benefited personnel of the MOE with the unplanned construction of
regional offices. With destruction of the entire Ministry of Education
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building in the earthquake of 1986, the GOES was forced to rent many offices
in San Salvador as well as in the eastern and western regions. The new
regional office buildings provide sufficlent space for some units of the MOE
and vill save the GOES the costs of renting space.

The MOE has the human resources neccssary to develop a project of the same
naturs and could do so with short-term, outside technical assistance.

2. Conclusions

a. Personnel administration is not efficient. Personnel lack specific
knovledge about their job responsibilities, and personnel evaluations are
not carried out. '

b. USAID/ES neglected its oversight role with regard to participant training.
In some instences, selection of personnel for training was baged on
political considerations and resulted in many persons trained in education
whose training will not be utilizes following PACD.

3. Recommondation

8. USAID/ES should be more watchful of participant training selection in
seeing that project needs are met. -

1. [Findings

As noted sbove, APRE ended up providing virtually all the management support
necessary for the project components slthough there existed vithin the MOE
certain departments and staff with the necessary skills and experience. These
departaents included the DCM, the legal and education technology offices. As
project implementation continued and APRE sssumed more and more project
support, APRE distanced itself from the units intendsd to coordinate with the
project. Insufficiency of communication between the Project and SETEFE, Corte
de Cuentas and USAID/ES led to significant delays in project support.

Within APRE, adsquate coordination was provided through weekly meetings with
the component directors and their subordinates. During these mestings
problems vere discussed and decisions made, objectives were reviewed and goal
attainment measured in terms of availsble resources. Further, the veekly
meetings provided the mechanism for revision of the Action Plans. Each
component director also held s.veekly meeting with his staff to review the
corresponding Action Plans and goal attainment.

Coordination outside the Project vas mixed. There did exist coordination

baetween APRE, UNM, USAID/ES, SETEFE and the Corte de Cuentas and the Vice
Minister of MOE following the mid term evaluation. As discussed under
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separate cover, however, relations between USAID/ES and the UNM were strained
for an extended period of time.

There was not sufficient coordination or communication between the schools
served and the project. This is evidenced by the lack of knowledge on the
part of the school principals and teachers concerning the role of APRE, As
mentioned previously, coordination with the other MOE units was also lacking
although it did take place when APRE began the feasibility study regarding the
use of texts. At that point APRE did consult with the Primary Educetion
Division of the MOE.

Coordination vas also lacking between SETEFE and the DIIE and information that .
should have besn made available to SETEFE and APRE vas delayed by up to 12
months because DIIE had not updated the information. i

2. cConcluajon

a. There vas inadequate coordination between APRE and the MOE units.

I.  INFORMATION -

1. Findings

APRE publicized the program through the news media by way of school
insugurations, etc. Thus, information about the project was made available to
those directly connected with the project’s implementation and efforts at
relating the project to the public were carried out. Howvever, not all the
public shared the same experience and the extent to vhich project information
vas absorbed at the rural population level is questionable.

School principals and teachers had only a supisrficial knowledge about APRE and
that concerned only the assistance they received. The principals presented °
their needs to the directors of the nuclear schools wvho more often than not
failed to respond to their requests.

There never was carried out a pilot project in data collection, and opinions
regarding the collection of data for use in APRE ranged from "dispersed" to
"way behind schedule® to "not useful for anything”. As an example, the DIIE
is currently processing data that wvas collected in 1983. The MOE Primary
Education Division found that data collection was highly centrslized and
disorderly and that it had never received tecinical assistance in this area.
And APRE stated that its data collection systea was inadequate although it did
receive technical assistance in data collection from UNM. ODEPOR indicated
that it has not used the hardware received under APRE, and D1IE also stated
that it vas not using the hardware as it had not received training.

Personal memories play an important role in data collection. According to
DIIE, Primary Education and APRE, neither they nor the MOE nor thc UNM are
working with reliasble informaticn but rather with preliminary data derived
largely from the memories of their staff.
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Another area affected by the lack of information is the School Inventory.

APRE i{s carrying out its own computerizsd Iinventory and the MOE another. DIIE
knows of an existing inventory, but 4is not certain that it contains project
information. The evaluation team’s sanple of less than 3¢ of the official
118t of 3009 odd primary schools came up with two schools which did not exist.

At the school level, the principals and teachers indicated that they do
include in thefir inventories the materials received fiom the project.
Coordination of information betweun GOES agencles is lacking. According to
the Oficina de Delegacion de La Corte de Cuentas, there is no coordination
vhatsoever botween the Corte de Cuentas end the Inventory Office of the MOE.
The eyuipment and lupplio- currsntly evailable under the project will soon be
dslivered to the HO!

APRE's activity in guided and monitored by Action Plans which also serve as
follov-up mechanisms for work completed. It should be pointed out that these
Action Plans are necessary for budgetsry and funding purposes as well as for
planning the work within each of the project components. The extent to which’
they are belng used for project ifuplementation was not assessed.

2. Conclusions

a. Internal communication smong the various levels of APRE has been adequate.

b. There exists between AFRE and the MOE duplication and nultiplicity of
statistics resulting in substantial confusion and inconsistency of

information.

c. Lack of coordination botween APRE and the Inventcry Office of the MOE will
likely produce significant sccountability problemss, particularly with the
transfer of inventory following PACD.

d. Col-unicucién vith thd target population, i.e. school principals, teachers,
otc. is deficient, with very few communities informed about the project and
consequently community perticipation is lacking.

e. The multiplier effect that vas envisioned as taking place through training
offered under the project has produced few results due mainly to a lack of

followv-up.

School construction and the reconstruction of schools have responded in great
part to a real need of many of El Salvador’'s rural communities especially for
those schools which have had little, if any, contact with the MOE since their
schools were built. However, the 2800 classrooms constructed under APRE
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reflect only a fraction of the educational noodl that must be met in El
Salvador.

Supervision was carried out largely under school construction and
reconstruction, Component 1, School construction and reconstruction was
supervised by UNM with a cadre of locally hired engineers with APRE involved
sarginally in contract and payment approvais. On occasion supervision vas
carried out by unqualified personnel.

Supervision for the remaining components was carried out by visits to the
schools, through diract evaluatious by the promoters in follow-up session and
sominars. Howvever, these were infrequent, if at all. A mechanism for raeceipt
of completed works was in place, but there was no subsequent visit to ensure
that the completed classrooms were frec of latent defects, etc. Supervision
also ‘lacked a mechsnism for quality control with respect to latent defects
vhich wvere not discoverable until after school furniture and squipuent was
turned over to the schools.

Initislly, supervision was also hindered by lack of vehicles.

2. Conclusions

a. The lack of field supervision and follov-up is one of the chief fallings of
APRE, the Project and the educationel systenm.

b. Components 2,3, and 4 were supervised sporadically but without significant
follow-up, much less evaluation.

K. EIBANCE
1. Eindings | ' _

The Price Waterhouse accounting firm recently informed USAID/ES that it had
suspended its audit of APRE. _This action vas taken following several requests
by Price Waterhouse for financial information from APRE. According to the
suditing firm, APRE s behind more than a year i{n its accounting. This {s
largely dus to the shortage of personnsl in the Finance Department, a
situstion that existed in 1987 and vas noted in the interim evaluation.

‘Several of the findings and recommendations in the previous evaluation dealt
vith the processing of financial documents and the facility of communication
between those involved {n preject finances.

An examination of the current situation reveals that USAID/ES is generally on
time with regard to informing APRE sbout deposits, although there have been
instances vhere there is late notification. The Regional Finance Center in
Mexico City is operating in a most flexible manner with regard to disbursement
of funds. Likewise SETEFE is said to be successful in its efforts to approve
fund disbursesent, generally in a period of from 10 to_13 days. SETEFE has
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also set up an amendment procedure for Action Plans to accommodate changes,
and approvals are made in a timely manner in almost all instances.

Another recommendation in the previous evaluation dealt with the use of PLA4BO
funds, suggesting a project agreement amendmsnt clearly stating its objectives
and the mechanism to be employed for use of those funds, Since then the use
of PL4B0 funds has baen determined in accordance with the project’s Action
Plans by means of appropriate resgulations and project implementation letters,
A project amendment was not necessary.; FPunds vere reassigned in order to
distribute texts in the schools, and there is now adequately clear definition
of the use of the PL4A80 funds. For example, SETEFE would not allow APRE to use
PLA80 funds to employ new personnel, but instead required that new personnel
be ssconded from the MOE. Additionally, SETEFE feels that all of tha
technical ‘components of APRE (excepting Component 5) are presanting Acclon
Plans that are detailed and specific for the ule of funds.

The assignment of Corte de Cuenta persisnnel to APKE has facilitated the flow
and approval of project documentation, although it was indicated that the
Corte de Cuenta does not have standard criteria regarding transactions of
funds deposited in SETEFE, and at times is said to obstruct transactions. The
Corte de Cuenta personnel assigned to APRE during the past 27 "months have
helped out considerably in the processing of financial documentation,

Decision making concerning financial management is based on the Action Plans.
The amount of funds for each component was sufficient and has been spent, or
will be spent prior to the extended PACD.

2. Conclusions

a: The Finance Department does not have sufficient perscnnel to operate
efficiently.

3. Recommendation

8. Provide sufficient financial peiionncl to APRE in order to comply with
accepted accounting standards and complete the Price Waterhouse audit
before year end 1989.
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vI. IMPACT ASSESEHENT
A.  EDUCATIONAL IMPACT
1. Accegs

Your hundred nev classrooms were constructed and 1818 reconstructed, providing
places for about 177,000 students on double shift, If the schools were to
operate on three uhi!rl datly, the access potential would be 265,000 places,

In the field study, a teacher-pupil ratio of 45 was rather constant. Rarely
did ve see one teacher with just a few students. If any .ing, it vas beyond
45, Ve did not find a school wvhere admission was rofusod bnccusc of
ovorcrowdln;

D . As compared to enrollment
of nearly 70,000, the sample study data showed about 4,30 students of basic
school age, or roughly 1 in 15, out of school. It appears small but it must
be noted that many of the school directurs do not do a school census to
confirm such important school planning data.

The data collecied in thc sample study indicated there -=re approximately 9,548
students under- and over-age for their grades (1-6). Ages range from 5 to 30,
This represents about 14% of the total enrollment in the sample. The first
grade accumulates many of these overage students from lack of a well thought
out pronotion policy. If teachers feel that students have not dominated
expectations at each grade level, they will not promote the student to the
next grade. On ths other hand, now that textbooks are a significant part of
the bas!: education programs, tolchotc might do group teaching and be willing
to accommodate the overage student in a lower group within the higher grade,
rather than force the student to repeat the same grade one or more times.
School directors felt this figure on age/grade differences was relatively
small and that it is dimi.ishing each year. The textbook program with
improved capacity to monitor reading and learning development should help
reduce the numbers of overage stuacents.

. The fact that the data shows some underage studants attending school speaks
. well for access. It could signify that the mother cannot care for them and
they must go to school with their brothers and sisters.  Hence the school has
gained students by granting access to underage students in the first grade. ;"
L
14

The fact that a sizeable number at ages 12 to )5 a fi'in
the primary grades despite continuous fa:lure also speaks well for the
accommodatirz sduw.ational program and social climate ¢f the school.

AP e
Ve found cases where s great deal of effort vas made by the director to <
accommodate s:udenty, -specially if the school had only four grades and there
were sizeabie ; voupc of fifth and sixth grade students. The director put the
school on <+url: 3hifts and provided programs for these students who would
have had nuvhere co zo. Ve sav many schools where this was being practicad,
reflectin, corver.izbie concern for the welfare of students.
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Mg " d . : 3CY. DL m’ There
was no quality. At presen §y s ter 8 not use
standardized testing. of student achievement. In any event, quality-related
interventions from this project have been too recent, within the past year or
so, for significant measurable impact to be reasonably expected,

The quality of the basic education system could, hovever, improve relatively
rapidly now that project resources are in place. Some 18,G00 teachers have
had at least an orientation on how to use textbooks. WUhereas they are not as
effective in the use of textbooks as they will be, they are not refusing to
use them. Further, there appezrs to be an interest on the part of nuclei and
school directors to participate in textbook use training. They are anxious to
regain the confidence of teachers in their ability to offer assistance to
improve the instructional program.

The textbooks are so written as to guide the learning process. This 1is
significant in a country where teachers for too long have been in coptrol of
course content with little or no monitoring. If textbooks are used properly
with close observance and implementation of the teachers’ guide, there will be
more assurance that students are progressing in some uniform way in the
acquisition of knowledge and needed skills. This contributes to the
feasibility and effectiveness of standardized testing.

The project left about 40 skilled and well:-trained trainers in use of
textbooks. There is a place for them in the sub-regions to continue teacher
training until all teachers are operating at a desired level of competency.
If they are thus utiiized in follow-up training activities, they would be
instrumental in raising the quality level of education:

Frequent checks by the evaluation team provided evidence that students read
with.conpishenstows® Furthermors, they like the books and want to use them.
They will force the teachers to become competent in their use and hopefully go
beyond so that they can guide knowledge acquisition mors generally.

The textbook program challenges educators all over the country to identify
problems and research them. The dissenination of such results would assist
more effective use of textbooks and, in turn, have its impact on the quality
of education. If teachers are encouraged to do action research on their
experiences with the use of textbooks and the MOE finds a vay to disseminate
it, this too could lead to innovative approaches to teaching with textbooks.

B. COMMUNITY DEVELOPMENT IMPACT
1. Design Concept

The project was designed primarily to deliver training, manuals and torls to
the schools in order to facilitate preventive msintensance of school facilities
by teachers, students, parents and others in the community. The major focus
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of the project has besen on the schools, rather than on the community, Project
interventions were to encourage school personnel”to promote community
collaboration; they were not designed to promote community initiative or
development per se.

2. Project Impact

The comaunities--particularly parents--are providing a great deal of support
to their schools in the form of nonetary and labor contributions. In most
cases they were doing so before the project began, both becsuse MOE budget
limitatians force the schools to rely very heavily on community resources and
because education is important to people as s means to improve their '
children’s lot in Life,

1t 1s evident frow our surve w
Wty indicated that the condition of the
schoo

uence on student attendance (given any optlon, for
example, they would choose a nicer school over one in poor conditiocn). The
condition of the school is slso important to some community respondents as an
indicator of community image and local pride. Some parents said that the
learning environment affects student motivation and performance to some
degres.

It {s difficult,-however, to assess the degres to which project interventions
have increased community collaborat 1t is clear that linkages betwsen the
unication vith regard to the progranm
has not been as effective as it -l;ht be, principslly because of lack of
follow-up. Another important factor llnltlng community collaboration--and
certainly limiting any possibility of community initiative--is the limited
degree to which people in the community have received training in preventive
maintenance. Training more people is essentisl in order to create vwithin the
comnunities that critical mass of interested citizens vhich will provide
suppott to the schools, take an active part in decision-making and share
information, resources and responsibility. At present, this is occurring only
to & very limited degree--most of the members of the Parents’ Association we
intervieved knev little about the program and had no real voice in planning
projects. They simply provided contributions wvhen requested, to the best of
their abilicy. ,

As noted in section X1.C. above, the project's most effective contribution has
been the tool kits, shich in many schools are used directly by students or
parents to carry <ut school improvement projects. -Civen the prevailing
cultural division of labor, most direct lsbor using thess tools is provided by
.mwen. Therefore, provision of the tools may be a means to encourage greater
participation in school maintenance and improvement by fathers, given that,
overall, mothers vere most often cited as the principal col::dorators.

v

supPSTITION =1 ¢ (s clear, however, t ht of the high proportion of
voman-headed households in some areas, the questions of who in the community
should receive training, who vill use these tools and what types of

s
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collaboration are expected need to be carefully consider

1. Numbers and Development

On its face this project p ent of numerical ‘rl
targets vithin the original od, As detailed
slsevhery, 2,800 schoolrooms have been bullt or refurbishead, 18,000 teachers
have been trained in the use of textbooks, 3200 schools will have been reached
vith preventive maintenance training and tool kits, and over 3800 schoolroom
sets of furniture will have been delivered to schools throughout the country
along vith various other educational™materials. That ull of ‘this has been
done even close to the original project completion date of September 30, 1989
represents outstanding effort by many people, particularly in view of cho slow
start reported in the interim evaluation. Virtually all of those schoolrooms
vere built and those toachorc trained within the last two years of the
project.

neath the figures, hovever, véiFN STV

Although
2,800 rooms have been built or refurd iy all management of that
conlttuctlon wvas carried out by an AID conttcctor. University of New Mexico.
APRE vas involved only peripherally and the MOE hardly at all.

Although 18,000 teachers were trained in the use of texts in information
sessions, there was little follow-up to provide assistance in the application
of such training or othervise to sse that it was used. To the extent that
those trainers were employed by APRE at substantially higher than normal
salaries for the Ministry of Education, it is far from certain that such
training capaelty would contlnuc -

Similarly with respect to the training for preventive -nintonanco. there
appears to have been substantial lack of f

sys rther for procursmen “Of furniture and other

edu materials there vas no pretense of improving procurement
capability of the Ministry of Education. RatCher a U.S. purchasing agent vas
used from the very beginning for sll procurement and that contractor, RONCO,
did not respond to the interim evaluation recoamendation to pass on the
benefits of its experience and expertise to the MOE and other Salvadoran
implementing agencies. To AID’s ctredit, however, it did encourage RONCO to
use Salvadorans to the extent possible and those skills developed by
Salvadorans will continue in the private sector at lesst of El Salva‘or.

Although APRE was slov sterting, implementation capabilities were eventually
built. UnZortunately, however, orofessionsl staff vas largely drawvn from
outside the Ministry of Educstion. They, along with those detailed from the
Ministry of Education, were paid premium salaries and not many are expected to
continue with the Ministry of Bducation. Accordingly only part of that
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implemencation capability can be expected to remain with the Hlnlnrry of
Education. .

WVhile little has boen left behind in terms of building the Ministry of
Education as an institution, it is not yet too late to realize more return on
some of the investment in the project. In the areas of tex*books use and
prcvontivo maintenance in particulsr, theyy grg.ghRertunistessoreany,

\ : g 4 o0, ng

WVhile noting the relativ

important to note the political context in which the project was developed and
executed. AID is an international development finance agency; but it is also
an important instrument of U.S. foreign policy. It was considered especially
important to U.S. foreign policy toward El Salvador in 1984 to help the
Government of El Salvador prove that democracy can work, that a freely elected
government, with all its political encumbrances, can deliver to its people.

Viewed from this perspective, numbers gain importance. They reflect high
leveles of presencs and visibility of the project throughout the country.
Further, with but few exceptions, these schoolrooms are in use, not just built
for the sake of presence.

Moreover the construction of those schoolrooms provided employment to
Salvadoran construction contractors and their employees at a time vhen the
construction sector of the economy vas othervise severely depressed. The UNM
engineers estimate that the project providsd short term employment and 13.3
million colones for more than 4,000 rural unskilled laborers. Some of these
laborers learned new skills in brick laying or carpentry to provide a base for
future employment. Further, approximately 20 million colones were spent on
l6cally produced construction materials: bricks, cement, sand, roofing and
paint, providing employment and wages to the suppliers. .

Similarly the shing of thoso and other classrooms gains importance as
vidmd IH& S TIC T PO TR IS P or o~ v vty M ts

emafhetixthooks and provontivo maintenance elements of the project are
Tess visible in their presence and related less to the political rationale.
Nonetheless, the tool kits especially, along with promotion efforts extended
to communities under component 2, certainly had their political impact.

El Salvador’s balance of payments benefited substantially from the conversion
of approximately $30 millio:) to cover local costs of the project. -

When faced with the alternative of taking longer to deliver such impact using
the Ministry of Education’s limited capability and building such capability in
the process, the U.S. Government through USAID chose to get more, faster by
turning to the U.S. contractors, University of New Mexico and RONCO to deliver
the goods and buildings as rapidly as possible.
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Without questioning the wisdom of such decision, we sense that the situation
in El1 Salvador nov has evolved sufficiently and in such vay as to permit more
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ANNEX 1 Page 2.

- SRATICLE X = TLXIE
Education SBystem Revitalization - Project No., 519-029%
.. - -

The primary objectives of this end of project evaluation are to: 1)
sssoss the extant to which recommendations from the interim evaluation
wore carried out; 2) to assess the manner in which resources ware
provided in accordance with agreements between USAID and the
_University of New Mexico (UNM), between USAID and RONCO, snd betveen
USAID and the Government of El Salvador (GOES); 3) assess how these
sama resqurcas are being utilized to assist the GOES in bringing the
sccessibility snd effectiveness of public primary schopl education
back to nesr pre-conflict levels; 4) examine the management of the _
.project by USAID, the UNM, the GOES and by the procurement contractor
RONCO; 9) identify constraints that sffected project implementation
and the resoluiions for those constraints; 6) evaluate the overall
development impact of the project to the extent possible; snd 7) cite
- lessons learned and make recommendations to guide future A.1.D.
projects of 8 similar nature in El Bslvador and elsewhere. This
evaluation is a normal end-of-project activity required by USAID,

A major purpose of USAID/San Salvador‘'s education .sector strategy is
to improve the capabilities of the MOE, in project design,
‘implementetion and evaluation and to expand cooperation between the
private and public sectors in all areas of education. Accordingly,
this evealuation will utilize local educators and representatives of
the private sector.

This scope of work includes implementation details to asaist
evaluation design, taking in.o account; 1) the lack of security in
many rural areas, 2) the unavailability of reliable rentsl vehicles
tor field trips to isolated sreas, and 3) the need to integrate MOPR
and private sector representatives into the evaluation desig~ snd
information gathering process. ’ '

ARTICLE IXII - STATEMENT QF WORK .
Background: ~ 2

USAID, and other donors have been providing sssistance in the
Education sector to El Sslavador for many years. In the seventies,
there were dramatic increases in the availsbility and quality-of
public primary school education. These improvements abruptly ended ir
1979 when the guerrilla war began to escalate, leading to sn immediatc
decline in almost all development sectors. The decline was especisll:
noticeasble in the primary public schools where attendance levels and
the quality of education fell sharply. The situation continued to
deteriorate through the mid-80s. 1In 1986 a8 disastrous easrthquake
damaged or completely destroyed hundreds of primary' educstion schools
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throughout the country, adding additional problems. 1t becames obvious
that the overall situation would continue to doteriorate. To address
the immediate problem, st the short term levol, and to try to slow
dewn the decline in primary school education, USAID designed the
Education Bystem Ravitilizetion Project. . -

The Education System Revitalization Project (Project No,
$19-0293) was initiated in Aprii 1985, The authorized A.I,.D. funding
lovel for the project is $37.6 million in grant funds, of which the
entire amount has been obligated through a Grant Agreoment and
Agreement Amendments with the Government of El S8alvador (GOES), the
grantee. The GOES committed itself to providing, during the life of
the project, a counterpart contribution in local currency equivalent
to $13 million. The Miniastry of Education (MOE) is the implementing
entity and zroject administration and coordination is the -
responsibility of a special management unit (APRE) which has been’
created within the MOE under the project. The Project Assistance
Completion Date (PACD) is September 30, 1989.

The purpose of the rozeot is to assist the MOE to restore the
effectiveness and accessibility of the primary educational services in
El Salvador to near pre-conflict levels. The project has five
components: 1) classroom constiuction and zeconstruction; 2) school
maintenance; 3) classroom furniture, eguipment and teaching meteriels;

training (originally textbooks); and 39) project administration and
management.

The interim evaluation in July 1987, reported the following
findings: Component I (classroom construction snd rehabilitation) was
seriously delayed in implementation; Component II (establishment of o
netionwide school maintenance system) had cerried out 25 pilot
projects, produced and distributed kits snd menuals, and established
regional school repair activities (however., the GOEB rejected the
establishment of a national school repair system as unrealistic given
the Decrea 11 hiring freeze); Component Iil, (procugement of school
furniture and equipment) was on schedule; Component IV (textbook .
publicstion) had changod focus. Due to IBRD sssuming responsibility
for textbook publication the project financed printing and
distridbution of curriculum guides and teacher orientation; snd
Component V (the specisl management unit) had not been effective due
to inadequate role and procedural definition and understaffing.

The major recommendations were:

1. Do not limit provision of school equipment to project
constructed schools.

2. Prepare a more feasible classrobm reconstruction plan.

3. Re-examine role of regional office in community and devise 2

realistic plan for project support to institutionalize school
maintenance;

-
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4. Develop s systematic, relaevant and feas! |e manageme

t:rzgho spacial menagement unit and provide needed additional
atoff, ’

b

5. Amend the Grant Agroement to increase Pl 480 counterpart
contributions to provide neecded MOE staff.

6. APRE, SETEFE, and USAID/ES jointly revise the Action Plen to
(a) coordinate snd integrate the 5 components in one document,
(b) facilitate fund disbursement mechanism, and (c) establish an
eoffective and efficient amendment process; '

7. Provide training to APRE, MOE, and BETEFE to improve
coordination and increase skills in adnrinistration and
management, including constructlion, contracting and procurement,
budget-planning, ceporting, etc. and - "

8. Integrate the planned MIS with existing information base of
the MOE, snd include regicnal and subregional dats elements.
Specific Tasks: '
- The contractor will work closely with USAID to develop & final
detailed implementation plan that is accepteble to and adjudged to be

fessible by USAID, which will achieve the avaluation objectives
outlined in Sections I1 and III of this delivery order.

The evaluation design and implementation plan should be
sccomplished with the full involvement of the local MOE and private
sector team members. The experience and knowledge of the local team
mombers will be {invaluable to the team, and the evaluation exercise
will add to local expertise in evaluation ard help to develop a “field
oriented think-tank human cesource po29l for advising USAID, and the
MOE on future primary school issues.

-The contractor will collect snd snalyze dats, and dreft a report
which follows A.1.D. project wvaluation guidelines and formats. For
esch question stated below the report will cite findings (dats); n
Conclusions snd Recommendations. The report will include an executivr
summary that follows the A.I.D. Project Evaluation Bummacy (PES)
format., )

Arean of Inveatication:

Question No, !:

To what extent were recommendations from the interim evaluation acted
upon?

Question No. 2:

Have the inputs (resources) provided in that manner described in USAI
agreements with the UNM, RONCO znd with the GOES?

| A
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Question No. 3:

What is the overall project impsct on the primary school system in
relation to the project purpose? To what extent has the project
schieved its stated purpose? To what extent. has .the project achieved
its stated purpose? Are the resources provided under the project
being utilized to increase accessibility and effectivene:s of public
primacy education?

-onctlon No. 4

How can axisting primary school level resources be more effectively
utilized to achieve the project purpose?

Question No, S: w

Describé project management-snd orocurement structures and procedures

of USAID, MOE and the contractots. Identify problems and promising
practices. S

Question No. 6:

In respect to the désign and implementstion of the piojoct, what are
the lessons learned?

The contractor wiil develop a well defined strategy and questionnaires
during the first weck for answaering the sbove questions. Theso
questionnaires, when feasible, will disaggregste Jdata by gender.

USAID will spprove both the approach and the questionnaires prior to
their use in the 2ield.

Illustrative Proceduras:
A. Ganexal Responsibilitiesa:

The MOE and private sector representatives working in .
collsboration with & contractor specislist serving as field team

leader are responsible for gathering data using tha guidelines
developed by the contractor.

8. Intexview Pheszas:

There will be 3 interview phases. Each field team will interview
in a different region for up to S days during each phase. Each field
team will visit all three regions of the country during the 3 week
tield research period.

C. Random Sampling Procedures:
«~. 118t of all project schools, and the project resources providec

to them, will be made available to the contrector oh day one of the
evaluation. Fcom this list, a random ssmpling list will be

A2
90... [ ] )
4 199rQ520 OL3-Lp NI EP:2T  ERET/L1 /8:3.. ‘e 0



ragoc o.

, established. This 1list will be reviewed and all achools in
inaccessible arsas excluded. From the remaining achools, s final list

of school groupings in adjscent asreas will be develdped. Each team
will complete evsluations at 3 achools par day.

D, (chan and Rural Scheols: '
At least 15% of the schools will be from marginsl city/city

areas; all the remainder will be in rural areas, Ten paercent of
schools will be non-project schools. .

E. Interview Forms: -
Interview forms will be developed and used to snswer each of the

msjor question arecas mentioned in Section III (Tesks). UBAID will
review sll interview forms prior to their usage in the field. )

Recxuitment of Perzannal:

1. The contrasctor will be responsible for hiring sll.evaluation
team members except those working for the MOE, and the
driver-guides.

2. On day one of the work 'schedule, USAID will provide the
contractor names of private sector organizations who may sssist
in identifying qualified persons to act es the Assistent
Evaluation Tesm Leader, as field research persons, and as support
steff (clerk-typist, secietary, and translator). The contractor
will select his staff using these ortganizations or through othe:
sources, with USAID concurcence before they are hicted. USALD
will alert the private sector orgenizations of the ¢valustion
staff regquirements end of the qualiticstions, but USAID will not
make individusl recommendations or sssist in the actusl hiring ot
field research staff persons.

The coatractor will slways have available one extra p:ivate
soctuz team member in wddition to those identified in the
orgenizationsl chart in pazesgreph III. This person wiil
participate in all activities and travel daily wi:h one of the
field teams as an observer. He/she will be compietsly familisr
with the responsibilities of all interview tesm members end be
propared to act as 3 substitute if necessary.

3. MOE rield Reserach Tesm Members: USAID will request the MOE to
provide 7 persons to serve as field research team members
(include: one slternate). USAID will not suggest individuals but
will appruve the names of pursons submitted by the MOE. USAlD
will request that persons having the following qualifications be
made aveilable:
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- primary sducation background with at least 4 yours of teaching
in primary achools (3 persons);

-« background in school conagtuction and msintenance (1 person);

- background in devalopment of primary school teaching mataeriala
(2 persons); -

-~ background in general program and planning of educational
nceivitioe for primary schools.

Illustcative Implamentation Schadule:

Evaluation Team Leader, Admin. Assistant and Assistant Tean Load.r
begin work:

USAID briefing

daevelop final implementation plan by NLT Sth day:
contractor and MOE briefing/orientation

hire local team members

roview project documents”

Evaluation Team Trajnina/Orientation = Days 6-7:
Pield Data Callection - Days 8-20:

Revised Draft Report to USAID - Day J3q:

Presont a written draft report Bngl\lh and Spanish to USAID st least 7
working days before team's planned dsparture data, followed by a
feedback sossion with USAID, contractors and MOE.

Present a written final "draft” to USAID, incorporating feedback as
appropriate, prior to departure.

Provide” 15 copies in English and 15 coples in Spanish of the final
spproved report.

The contractor will develop a final report using the standerd USAID

Evaluation Report tormat, including PES format for tho Executive
Summary.
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, The contrasctor will dcvoloz a final report using the standerd USAILD
n

Zvaluation Report format, cluding PES formast for the Executive
Summarxy. ’

The report will contain the f£indings and conclusions and, based on
these, & set of recommondations that can be ascted upon by the USAID
and/or the GOES in the design and implementation of future projects,
1t shall contain, but not be limited to the following:

A. Paginsted table of contents:

B. A gcopy. af thea scope of work under which the evalustion wes
carried out; '

C. A deacription of the methodololgy utilized to cerry out
contracted tasks will be explicitly outlined, snd any deviation
from the contracted scone of work will be documented snd
explained; ol

D. An sxecutive summary including the purpose of the evelustion,
the methodology used, findings, conclusions, snd

recommendations; it should be complate enough 89 that the reader
can understand the evalgation without having to read the entire
document; the summary shall be & self-contsined dccument;

E. A clear presentation of evaluation recommendations, and
lessons learned in separate sections of the report, so that the
resder may easily locate them.

ADDITIONAL REQUIREMENTS

A. The contractor will meet weekly to brief Mission and MOE onthe
svalustion.

B. The contractor's Chief of Party zud team will present s dreft
roport and brief Mission, contracto: &and MOE S days before the .
end of their stey in 21 Salvador. The briefing will cover the
£indings, conclusions sand recommendations of the evaluations tesm.

C. The USAID will review, suggest changes if nessary and make
comments to be incorporated into the final report as appropriate.

.D. The final report with 15 copies in English snd 15 copies in

Spanish will be due 20 days sfter the contractor has USAID
spproval for the final report.
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ANNEX 2 EVALUATION METHODOLOGY

This evaluation was a collaborative effort of a U.S,

congulting firm, the Institute for International Research, the
Government of El Salvador's Ministry of Education, and certain
other Salvadorans. The U.8. consuitant representation included
six members, four specialists in project management, engineering,
community devslopment, and education respectively, and two
generaliste including the. Chief-of-Party and an Assistant to
Chief-of-Party responsible for logistics and editing.

To participate full-time in the evaluation the Government of

El Salvador selected seven highly qualified administrators,
including two with experience in construction program management,
of. which one was an architect. - .

Upon arrival on El Salvador the advance delegation of
Chief-of-Party and Assistant, with screening assistance from
USAID, .racruited as Assistant Chief-of-Party an American residing
in Rl Salvador with considerable managerial experience as an
executive of an American school. He in turn helped with
recruitment of eight Salvadorans from outside the Ministry of
Education. The recruitment process along with the various
arrangements to establish a suppcrt office for an evaluation team
of 22 pecple, consumed the first five days in El Salvador. The
Salvadorans from outside the Ministry of Education included the
following disciplines: engineer, university professor, five
teachers and former teachers, three with extensive rural primary
world experisnce, plus & rural community specialist from the
Ministry of Agriculture.

Following recruitment, the team participated in a two day
training sessicn led by the U.S. consultants, much of which
session consisted of on the job trainirg in developing functional
area questionnaires for field work.

For this work, as well ‘as much of the later work in the
evaluation, the tean was divided into four functional teams for
administration, community development, administration, education
ard engineering/construction, respectiveily. Each functional taam
developed its questionnsires to be used in the field research as
members of the interdisciplinary field teanms. _

FYor field research the team divided into three interdisciplinary
teans of five to six members each, typically including an
engirneer, a commurnity development specialist, an education
specialist and a person experienced in education management. In
addition a fourth tesm concentrated principally on management
isguol at the headquarters of the implementation agencies in San
Salvador.

The field teams proceeded to the field for two days to test
their questionnaires. They then returned for one day to
incorporate their field experience into the final questionnzire.

*
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Thén followed two and a half weeks in the field interrupted

by one Salvadoran holiday, which was used along with
intervening weekends for processing data "and producing
preliminary conclusions and recommendations. Then in the final
week of the evaluation a draft report was submitted to AID
Mission and discussed with concerned members of the Mission
prior to departure so that Mission comments could be incorporated
in the final draft. During the same final week portions of the
report were translated to Spanish, or in some cases Salvadoran
contributions retained in Spanish, and prasented to principal
ottlcers of the Ministry of Bducation.

Fleld sampling consisted of random choice among the 3,000
Salvadoran elementary schools, one of every ten. This 299
school sample was reduced to 138 by security considerations; and
12 other schools were found tc be inaccessible for practical
purposes, leaving a sample of 146 to be visited from the original
299. Of those 145 schools, 120 were visited along with 12 other
non-sample schools which were visited by mistake or by
substitution for inaccessible schools.

Accordingly the sample is not completely random, skewed to

some degree Yy security and inaccessibility. These factors along
with the small size of the sample, iess than 5% of the total,
should be taken into account in attempting projections from the
data.



L Yooioa

QUAYA1Un 30

[Nambee - Jehe]Urdane] RucalDeparfamemfo] Maunic/pio Canton | Casevic |
Bacue fa Urbean wilx Ta vwfs- * | S asibwed | S Aliguel

(cada Yo ¥ Atain 4| % - —
Esc.urb. #iX /R G raresfO

rluew ba
Liedes" X fow aidue L | 2 pe. Gualal - -
zsc uréone. #4ixle Gnyradeo
dne 447&‘ Veler e dorire” '3 | x Swaseue | Gue lpe - -

Gsc.urbon e de ididas - / ‘

« Gulocin Bivas (| % tuscaflens | lofutepesuc - -
Csc. urdaona o \farones ] )

“ Qeustin Sanc He. 21 x. fn.Vchﬁ Ml’ ey - -
Ssc .uré. ldl& i fKade ’

Scc urbana 4o/ xla Ynifxada. ’ 4

*Sral o7z 'o um;:-) ¢ |6} X |atoraaan | (JOcorO - -
Bscue/n Unjfrcaclo Cfué L’ .

a2 L2074 S X L wnes ALa /oo - -
65( Uréane. mmmy c& ~17aS

Botublice cb drantlne 8| x L unico | Lo Ghojo - -
B¢ . urbana. M.\'fl wijrcada

I/&I'/O Eore; X &’fl 7 J;\ /0reyg — -

6se. urd. 10)(/&. 17773 lcadc\ .
#’I‘d/ '/M'o.f(c Mf[lll(/f} ) QMM‘ [/7:720]0]4. - -
Osc. Ird R&X/a uifeca et

Duon'dt_for o Gl FA | Y (Heschefarr ’}Lw-/A/ -

GIC. Ur b1 m/iX ta. unm/nacdde :

4| x \onactyard Cuay ciongo - —




| ]

R-<-2

%%E%—W |_Manicipio Canton | Caserio ]
u"'fv'az- San Jus Talma 14| v | — L& Paz |San [us Bim — —
wscvek lUrbana Mixta Senfudo - .
T P N e P
3c. - —
| / ‘:: af "Nf::{”" ol v | ka lllvl&j%zaf&p;m — —
EJC'"M”’.‘&”'['/ .
L?s;f[ ec'la (SM/;ZI{;.“ . 2 V 4 - [Ser %‘U/ San Mfw/ o -—
sc.Urbana Hite ZEd/ 2| v | = |la LebeteComasa s _ _
poclbana Ns Jokade s | o | — [penSdadisanSabrady _ —
!’.sc.ll‘n-'/.‘u% Mixja Lindan 9| |- '
ﬁz"%"ﬁ/ ;;{; ‘: :"..g"‘i' 6| 1. | San Sa'valy|Sen Selvador — —
Fac.Urasa Hitba Unificeda
Gasickeesn 4950 Wy | |~ -
Fsc. l.lréana.xﬂ;-xe{;. Flownder s| | - [Pun fnee |Sands. dna _ —
Esc.Urbane de Kinas .
Epc.Urbana de Nines Usifida ' -
%[?"5”0: 4’?&/45 t4 Q| | = Sertafya|Santa Ana — —
Sc.lrkgrg de Mige o’ ./ » - .
it e it |8 |« | = [rsof™ it | — ] T




(-

A-S=3

4

ésc.' Carlas a:yw-o T kitnr-

16

A !“ fans

»

| Rueal Deporfamento

Sﬂﬁﬂm

_ﬂgﬂi{fﬁo

i 5"‘“«‘/ e

ga;qsrio |

cdia ® -

Esc. e wirilar ‘Polores
e Brito. ale2 21 X &hﬁﬂﬂé £m/wf.¢ - —
Osc. unrfrcada. Alar<e ’
Lowdo>o. 749 5’arof4.. 16 X Mmj‘ jSI/do/aﬂ — —
&sc. unifrCaca. 7lua o

ol('a)far:z y. ' %M,& ,{/a/al' - —
&3c. U"’?"Cd O @ if_ 50 ;
Bowero borpuar Mol / 2| ¥ Cucallen %:bg‘ — -
&3c. urd. - riixjfa unsficaclo "
éc/«do e 2srae/ o) v . anaud)‘ Aatly raled -— -




“.\‘\ﬂi’} .

A-S=4
m;" I ﬂ { Ip‘r"’ﬁ ol Manicipio Canton Cagerio |
%% 2 X f. uwod | GrctaGua. | Fo easadoe| ~— —
darade
,ﬁ;ﬁzml 2RI Carffo 4 < ﬂ wikeld | GencHa Gun | 2 ,6;@/ e raf -
e ASle Gras
SS/?-("“" cf AixTeColosia 4 x X cion | dewcHaaun | GF (fores | fos boxe o
|\ Buena Yirfe )
. ;ara/ #sida- <aJés7O 4 x |ttmsdo |G dhivsadiro Jan | fedro Curriacd
& Carrizal _ " - »y —
< Kurel &iN7e, duifrea®el X |Kdore2dn| QQocoro | Las Aéori
 Ritordo friowror drLeed’ | 5 /” ~
ESc. R:/ra/f’ RN vyl 2 o Lh'a"’ ﬁ.@,m,, ,éz /l 8
Vi A \ ; : = . —
phsc. Rural dide- Caipee 2 ¥ |2 unad | dan QLo 772-0&0
T2 a7 0 —
Z'gs/c &éfa’ ”gz; “”’;Zt‘d"' 2 ¥ | wiow | o oo | Qocea Glentedn
:ﬁ: Rural aNT::’ Qrafj0 £awm e | Z2alce Sin Auis -
9 S !, 2] X —
zsc-/pu.-a/ A;r'tﬂ uarfrCd el é Y |Gtetaslofry MMMJ&. d;/z/ﬂ/' o
| yatn_[al, fnro ] -
*SC. Rural Al delonsec o Safufla |Gy
e Lotan (perased o ada/? 24 K |dshaachfonr| S . (,«éf{/j y
SC- Rurdl ZuXtow dnrficacla. . ' - Lper Lo -
eants of Gt Al | X ackpal) & funicco | (foes
. I‘G/ y ‘f - m”/ ,‘a‘la ) ¢ . ’ 4 ; —
j;:%‘e;a ;Zlc et ddare. (A X |24 Udd/:fm 'ff; ﬁ“( rasco "é A ffclars




ﬂ°.\’—f

.

Pﬂ&hﬂéﬁﬁ‘kﬁ_’ Muw MHM&_HU_ ncipio Canton Caserio
ESC . Bura/ avixta Unifscada |
19w, Rodatfo Gavipus Vol pboaers| 3 X |dowsome 2 aeqj#/h 5. 9,, LS -
.Ec. Qura/ alxﬂly.. /o Jb 'r.‘a 2 ! /
/%/IS . 3 Y Mﬁ@ m/z‘:— /z,& '~r -
©sc . BRura/ R1/XSt (a’pb
Lo (“ /4 25 x &d‘ am. Coa /7“?“‘ 6’ élll(lf’ e -
63c. qua( R Tao @6 pfod )
z;lu# Do/ X ;a‘«ﬁaaﬁ Qegfec U | twbn Gful -
c. Rurals Axfa unrficad, B
canbs SF 000 . “lio] | x |Gk e | estoletupa | 6 eoco -
ESc. Bural RIVK/R Cafesri© Jow Sn. €
¥ b g oforr. S0 truces. + X. N au. eﬂafe/luapa. j‘v Lraceq . Izee
I5C. Burad ARYTe &iqJo
zaauul yr 9 ¢ A/‘ Gna.' (/{a/(/{aa pet. £4 2&0{«11 -~
25:- Rural/ ll/m. M: !
A 5 | | | tie | fode G | - -
ESc. Aural AIXfE Qafkrio fxf
Atvcecles Chor of 2ac el 2/ X faaL Q. eﬂa‘léﬂlful & 34(«/«1 s Arcecles
FTSc - Lural Anx)e 8/ Jcur ' ;
7 8 ¥ ot G | €tlule fhactn. | §n. e ~
es<c. Aural £7X0< (y,'/o,d - - v
UFetra ¢ ¥ deo'ra/c Culicco 3/21?“, 2 / -
=RxSC - Quru/‘p L um/a(“m
fllllfavl &l Hatawar H Y &, W A‘Yl(ﬂfd“— G/ //]}éf./.,ar —
wSC Rurd ruxfe Quters? ¥ -
i 12 b digad |  — Gafacatad | &1 atho




A-$ 4

Afx *«m' MNixte. C. ,'lT'__‘ P hw amcipio _Cnn_tan_’ Cagerio ‘
. H an .
Nese.s m e i1} _ v ”f‘@’ Chia.mecao- Las [lesas -
®S¢, ornl Micfa® [ . .
. ,ﬂf .y lanton Cror 19| - v Ls.., ”fw[ Chinemeca. Croz pPrimera | -—
Tsc.fveal Ml Cantys o , - :
Pilones “wve B 22| - v |Sen Niwe! |{Ulazapa dos  Pilones _
Tsc-Roral MiXfo. Canlfoy . . .
Hemte Grande ti- y Hyve! [Sen ///.lwl Haske brarke -
Fac. [ml ” Ih () ., D y
San dotoniiy ﬁ?f: labaly | o | o fsan Higve! |Son Hyvel 5{",.,/;:""’ -
«/ ”llfﬁ Coaron Hiveflires - " -Saw "‘ ! WSan Mipve’ ,{,-,‘ Floves _
Fsc. vt/ ﬁ/a /D) Bes?a Crvk
Tiﬂeﬁ?z% b S - ” [“("/"' //,(’ 2 /"N ﬁc&lls -
XTH !/ My, ' . -
.San ‘;;a"t'::(/:' Canton - P duseldian | % 0/‘0'9/4,06 e/fd- / mau:ra —
Esc. i/tq/ Nite Canten £/ ' :
_ iz ” 22| - s |San Seluder 6°]afanfa e/f‘/ /A -
€. Rural Mitfa. canten -
sy Bartele 22| - | o pesehebelziparze |0, |
;“ k"”’/‘ ﬁw - . *
o Ar/hara‘& 24| - o [fonOdindc\San Nertin | o pafma -
Boc Rral 7178 Cvvenr - :
| San. Felpe ¥ "m e //lﬁ('/e e San Felpe -
54“’/4 Wurdf /In/a %gua, » -
J"Qk ardec T o [omSonete \Sarsonse ... |las fperas:




4o

JeTR T

——

Wﬂk—ww apic (P Cogeric
Fsc.Rural Mixta canjoy . ) .
Adsoncion Amatepe 12| - | ¥ |Lla Paz |Resario Je o Pax ‘mdcﬁg. —
f;c d??m_t Mix{a Centoir 6l - |~ |San Hivel|\Sun Higve! |2/ pq 0a/om —
[Fsc. Roa/ Hite Canton ,

Pals ’I:J, fa” ’ 28| .| v Pt doa | Coatepesve | Palo Negro -

Roral Nitla (av" Comulapa 11 _ o lla Paz [San Juan /1, Coma /a.,na. . -

. I Mi o ]
i}’u:vfuz-:,/: ’fﬁ,‘:;,?:’",‘:,{m 11l - | » |La paz Olocuilta savts Lucia |lale Wezvd
Esc. Rral U403 Dr frdoip Diex’ B San Salvadd Sen’s ZTmes # Cipres —
Gty frimeera 21| - | ¥ |ta Lheted|pascllepese | Primavera | -

” ’ vey)”
’:-.:;Zfa/,amwﬂ{fé/m 1 - | v lUaLbetad Civdad hece La feforma -
‘\;‘ ;zun‘lf’:;:g: conter 0] - oo |La Owon |Pasa guria San feliPe -
F;‘.ﬁ:.‘;f ! Migte T .
Co u‘ls: M/a: Vadowr VYare/. 110] - v |La lain | Pasaquine- Santa (lara -
Fs c. 'ﬁuru " Mitfe .
canton £y facence 111 - < \la Juion Aolivar F'/ /lédfnoz_ -

Nor Mixs ™
F;fnfo;)a /r/ ‘c;;@a.a/cra q1- ~ |Sante hna (Santz Ana |7 Chopalero | —
Fsc.Roral Nizfa- Caserid —

Mesas E"ﬂa‘m'r [,:;::I das 1 1 »~ [Sarta /aa Sdntfa lua : ,(yyéa, Las pesas




A

ﬂugigl‘gig' ‘ Canton Co.gerio |

"o
W% . o zumzed |
| turkiy of Jengal 1|9 X |4 Tauaniyue
| . Rara/ paIxin. Coyye : . —
o Bede doro o 10 X Wqﬁ (o Julizn | B Bebectero
. Rurdl #UXTA Co _ ' _
mtwul;:.‘/: 5 X dononate | Traleo 'ﬁqa[cﬂ/f
. ral Cunjo i
S tamo o at| | xSt | donste | & anca0
(oSc 2ovas ive €oa7 . —
PA Za:: e e x |doonete | Juapun.. | fa cuiod
osc. Rural Alixfe Caepfors 4 ‘ x Hﬁ # Mt )4 I Gaarold _
dina 110 . _ M;‘ e ﬁé —
s e T 19 X_|weallin | Gfotuprs | F72Eus
(7 . . r —
j—:;'}:’/z/ J&I,X/‘. €y /o> q K - é‘/(a//an J(;n #m‘;




ANNEX 4 SUMMARY OF RESPONSE TO INTERIM EVALUATION

Response to the principal interim evaluation recommendations as
summarized at Section.I.C at page 3 was as follows:

1. The number of classrooms for construction and reconstruction
under the project was not reduced. Rather, through outstanding
performance, the original target numbers of classrooms for both
reconstruction and new construction were met or exceeded within

the four years for project implementatior.. See Section II.A at T
page 4. ‘

2. In implementation.of the school maintenance program the
conscious decision was made to emphasize the role of the
communities. -It is now apparent, however, that there is need for
more involvement of the regional MOE/DCM offices in providing
necessary support and supervision for such activities. See
Section I1.C at pages 19 and 26.

3. No specific administrative or management plan was prepared
for APRE to address the requirements of the technical components.
APRE staff was substantially augmented following the interim
evaluation, without, however, any specific provision for a
procedural expediter. See Section V, page 62.

4. Adequate provision was made for allocation of PL480
contributions to specific project activities, and such
allocations did reflect the comparative advantage of PL480 funds
relative to grant funds for certain uses. This objective was
accomplished through iwmplermentation letters without need for
project agreement amendment. See Section V, page 72.

5. While action plans for the project components were never
fully integrated into one document, APRE, SETEFE and AlID diad
arrange increased integration of the component action plans with
disbursements tied to completion of such plans, and satisfactory
procedures for amendment of action plans were established. See
Section V, page 62.

6. While at least one joint training program in project
administration was carried out subsequent to the interin
evaluation, in the evaluators' 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 pericdic workshops were conducted for implementing agencies
to jointly address project implementation problems. See Section
V, page 62.

8. The University ét New Mexico did provide technical assistance
and in-service training as part of its contractual duties. We
were sorry to learn, however, that RONCO, which had successfully

o !
A
I - Q»o
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managed most of the project procurement, left El Salvador without
providing any technical assistance or in-service training to
appropriate personnel of APRE, SETEFE, MOE or other implementing
agencies. See Section V, page 59.

9. The University of New Mexico, working with APRE and the
Ministry of Education, has been working to iniegrate the planned
management information system with the existing MOE information
base to include data capture and preliminary processing at the
regional and sub-regional level. While we heard considerable
expression of dissatisfaction with the technical assistance for
management information systems, we were informed that this would
be the subject of intensive technical assistance over the .
remaining three months of the project. See Section V at page 63
through 685. :

10. On various occasions distribution of school furniture,
equipment and supplies occurred prior to completion of project
funded schoolroom construction. Unfortunately on some occasions
such distributions were motivated more by political than
technical considerations, and were carried out in such magnitude
and haste as to lack appropriate accountability. See Section III
at page 37.



ANNEY. & DATA ANALYSIS - PREVENTIVE MAINTENANCE
MANTENIMIENTO PREVENTIVO

ANALISIS DE DATOS
(por Escuela y por Tipo y Reglon) .

(Este anexo incluye datos recoiectados 2]l 18 ¥ 19 de Septiembre)

(Clave: NCR= Occidente Rural. OCU=s Occidente Urbana, ORR= Oriente Rurzl.
ORUs Oriente Urbana, CR= Central Rural, CU= Central Urbanz)

1. Numero total de escualas visitadas.
OCR: 29 0CU: 12 ORR: 2¢ ORU: 12 TR: 27 cly: 16 TCTAL: 129

2. MNumero de escuelas no participantes en el Componente 2.
OCR: 6 ocy: -- OkR: 4 "ORU: -- cR: 7 ce: 4 TOTAZ: 2%

2. MNumero gue han recibido capacitacion.
ACP: 23 O0CHu: 12 NRP.: 20 ORU: 12 CR: 20 cu: 2 TOTAL:

(D]
(13 )

¢. Numero en que por lo menos dos informantes comprobaron Jue se ha
compartida la capacitacicn con maestros y’‘o con la comunidad.

CCR: 21 OCCU: 6 ORR: 9 ORU: 4 CR: ? cY: 1 TOTAL: 49
£. Numerc que han recibido las herramientas.

- OCR: 23 CCU: 10 ORR: 18 ORU: 12 CR: 13 cU: & TATAL: 76
€. Numero Que no las han recibido todavia avnpque han recibido la
‘rapacitacion. - : _

OCR: -- OCU: 2- ORR: 2 ORU: -~ CR: 7 cu: 7 TITAL: 1%

".
0 ]

7. Numero (de escuelas con herramientas) er que maestrors n~ satian
las herramientas. )
OCR: €& OCU: 7 ORR: 3 ORU: ¢ CR: 4 Cy: 2 TOTAYL: €

'!. Numero (cde escuelas =on herramientas) en que padfes de famillia ne
sabjian—de las herramimsntas. '
OCR: 14 OCU: 8 ORR: 3 ORY: 9 cR: 7 cu: § TOTAL: 34

9. Numero (de escuelas con herramientas) en que los padres de familia n=2
tfenen derecho a usar las herramientas.
OCR: -- O0OCU: ORR: ! ORU: 2 CR: 3 cu: 1 TOTAL: :

10. Numero (de escuelas con herramientas) que han sufri-doe pavdidas de
herramientas por robo u otra causa.

OCR: S OCU: 2 ORR: 1 - ORU: =-- CR: 3 cu: -- TOTAL: :1
11. Numero que han reportado uso de las herramientas para mantenimients -«
me joras. .

JOCR: 21 ©CU: ¢ ORR: :2 ORU: 3, R: 18 cU: = TOTAL: 73

[}
1]

12. Numerc que han recihidn manuszlex /inega e 2 likras),
- TCER: 1§ =aCv: & SFR: ! ORM: & fHe R cu: k& TOTAL: sy [/

0N



|a.

.8, AC miauAa.=z,

e s2lo reportaron haber recib le
o2 CU: 1 TOTAL: S

Ac
R: 2 QPU: 3 CR: 2

14. Numero que reportaron usc de los manuales y ‘o los feclletous,
CCK: 5 OCU: 4 ORR: 2 ORU: 1 CR: 12 cU: 1 TOTAL: 15

15. Numero en que los maestros sabian que hablan manuales.
OCR: 11 cCCU: 8 ORR: 12 ORU: 3 CR: 17 cu: 3 TOTAL: 44

15. Numerc en que pagres de familia sabian que hahian manuales.
OCR- 1 oCcy: 1 ORR: 3 ODRU: 1 CR: -- cu: ~-= TATAL: 6

7. Numero quo recibieron (o en que %uds, observaron) cartelas del APR!
sobre ¢l mantenimiento preventivo.
OCR: 9% o0cuU: 3 ORR: 11 ORU: 4 CR: 17 CU: 4 TOTAL: 38

18, Numero que reportarcn usar los carteles para planeazr n ensa2nar a loe
alumnos. -
OCR: & oOCU: 2 ORR: 2 ORU: 1 CR:

cu: -~ TOTAL:

[ 3]

13. Numero en que hay seric problema de fal<a de comunicacion eatre la
. direccion y personal rlocente.
OCR: 5% 0CU: 5 ORR: 10 ORU: 6 CR: 7 oce: 7 TCTAL: 3G

20. Numero en que hay serjio problema de falta de comunicaciaon entre la
wgcuela y los pad es de familia.
NCR: 310 OCU: ®. ORR: 3 ORU: 7 CR: 2 ce: 8 70TaAL:  2¢

21. Numern gue reportaron haber hecho un plan de mantenimiento [gue nho
sece el nlan o memoria anial de labores).
OCR: 7 .OCU: 4 ORR: 1 ORU: 1 - CR: 1 cu- 3 TOTAL: 15

22. Numero que han cumplido o estan cumpliendo su plaa.
OCR: & o0CuU: 2 ORR: 1 ORU: -~ CR: 1 cu: 1 TOTAL: 10

1?. Numevrc que han recibido visita de seguimient:c e "APRE.
7CR: € NCU: 1 ORR: 1 ORU: 3 CR: 1 cy: -- TOTAL: 12

T 24, Numero que reciben colaboracion economica de los padres de tramilia
Jara 2l mantenimiento o para lLucer mejoras.
OCR: 27 OCU: :3 ORR: 23 ORU: 13 CR: 28 cuU: 13 TOTAL: 112

25. Numero en cque los padres de familia han aportado mano de ohva
voluntarlis para mantener o mejorar la escuele,. ,
QOCR: 27 OCU: 13 ORR: 19 ORU: 8 CR: 23 cU: 20 TCTAL: 109

25. Numero eon que padres/madres colaboran por igval.
OCR: 10 OCU: 7 ORR: 8 ORU: & cr: 11 cu: 2 TOTAL: 23

27. Numero en que mvjeres colaboran mas.
OCR: 8 OCU: 3 ORR: 10 ORU: 1 CR: 12 co- 7 TO™AL: 433

. 28, Numero er. g'ie por !0 mencs.un informante indics gue )= razon -r (e
- mayor participacion de fnjérea era que hahia muchas madres wolas. q//




ACR: 2 0OCU: 1 CRRP: = ree: 4 ce: 7 S 4 TATAZ - 17

29. Numero en que hombres colaboran mas.

OCR: 3 OCU: 2 ORR: 3 ORU: 1 CR: ¢ cu: 2 TOTAL: 12
30. Numero en que colaboran:

a. Autoridades locales. » .

OCR: 17 OCuU: 10 ORR: 16 Oixd: 9 CR: 8 CU: 4 TOTAL: €4
b. Empresas.

OCR: 8 o0Cu: 2 ORR: 2 ORU: 1 CR: 5 CU: 3 TOTAL: 21
¢. Cooperativas. - :

OCR: 6 OCU: -- ORR: 1 ORU: -- CR: 1 cu: --. TOTAL: 38
d. Instituciones beneficas. ‘

OCR: " 6 oOCU: 1 ORR: 2 ORU: 5 CR: 7 cu: S TOTAL: 27
2. Instituciones estatales. )

ACR: 15 OCU: 6 ORR: 14 ORU: 9 CR:7 10 cu: 7 TOTAL: 61
g. Individuos (QqQue no sean padre de familia)

OCR: £& OCU: == ORR: 6 ORU: * 2 CR: 3 cu: 1 T0TAL: 12

21. Numero en gue alumnos hacen reparaciones o mantenimiento haciendo usc
de Jas herramientas.
OQCR: 16 0OCU: 6 ORR: 8 ORU: 7 CR: 13 cu: 6 TOTAL: S6

32. Numero en que alumnios hacen trabajos Qe jardin o camzc haciendo uso
de las herramientas.

NCR: 21 OCU: 6 ORR: : QRU: & CR: -11 cu: 3% TOTAL: R3
33. Numero en'que slumnas hembras reportaron uso de las herramientas.
OCR: 4 OcCuU: ¢ ORR: 1 ORU: § CR: 8 Cl): == TCTAL: 24

34. Numero er que lcs alumnos hacen pnco » nada de uso de las
hervramientas (porque hay conserje u 2tras razecnes). .
ce: 2 GCCU: ¢ ORR: 3 ORU: 3 CR: 2 cC: ~-- TOTAL: 14

%E. Numero en gque se .reporto un impacto positivo en los alumncs debido a
su participacion en "¢l mantenimiento de la escuela.
OCR: 21 OCU: 10 ORR: 20 ORU: 11 CP: 17 cu: 9 7CTAL: 88

38, Numeroc en que se reporto un impacto positivo en los alumaos con
mencion especifica de las herramientas. ‘
OCR: 12 O0OCU: 2 ORR: 9 ORU: € CR: 10 cuU: 2 TOTAL: 42

37. Numero ‘[-1de padres’/madres de familia“{-0 que dijeron que la
condicion fisica de la escuela influye en la asistencia de laos hijos =2 iz
escuela (indican cuantos por escuela si son mas 2e unn).

CCR: 18 GCCU: 10 NRR: 16 ORU: 1} CR: 18 cy: 12 TOTAL: 88

8. Numero reportandn obras mayores de mejoras hechas por la comunidad ¢

con fondos de la conmunidad. :
ACR: 13 OCU: 2 ORR: 2 nau: 3 CF: B el UCc TOTAL: 3 8 '




39. Numero de estas obras hechas con uso de las herramlentas.
OCR: 9 o0CU: 2 ORR: 8 ORU: -- CR: & cu: 2 TOTAL: 24%

40. Numero en que la comunidad paga mano de obra para edantenimiento o
para mejoras (incluye pago de conserje).

OCR: 11 OCu: 8 ORR: 7 ORU: 9 CR: 8 cu: 8§ TOTAL: 4%

41. Numero en que la comunidad paga a maestros. .
OCR: 10- oCU: 1 ODRR: 6 ORU: 2 CR: 6 CU: =-- TOTAL: 25 -
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JUEGO DE HERRAMIENTAS

= JUEGO DE DESTORNILLADORES

= ALICATE

= LLAVE CANGREJA -
= una de 10 :
- una de 8

MARTILLO DE URQ

P1CO

MACHETE

CUMA-

PALA

BARRA

CERRUCHO

CINTA METRICA DE ACERO
CEPILLO DE ACERO

LIMA DE 1/2 CANA

ESCOFINA. -

BALDE

MIDEL

CUCHARA DE ALBANIL

MARCO PARA SIERRA

CUCHILLA PARA SIERRA

- UNA DE 10

- UNA DOE 12

ESCUADRA

PLOMADA

CINCEL

CINCEL STANDAR

CARRETILLA

BROCHAS .
« UNA DE 3

« UNA DE &

= TREPAKO

CANDADO .

= CAJA PEQUERA PARA HERRAHI§§TAS ,



MINISTERIO OE EDUCACCN
ADMINISTRACION DEL PROYECTQ REVITALIZACICN DEL SISTEMA EDUCATIVO (APRE.)

HERRAMIENT AS OE MANTENUAIENTO PARA REGICNES

. FREC)  PRECIO
ARTICULO CANTIDAD ESPECIFICACION UNITARIO TOTAL

Cuchary d¢ 3D - ] For;ada +n una 3014 plesd Je wero 4o hojd ' 3.0 30.00
.. ancha. Largo do Ta hoja: 87, ancho do 1o .
hojo: 4% I e Y.

‘.{;"1"-';:5;‘" ‘ .
et | o 1 Peso: 1492.,4C0 ¢rs, largo 2 1/2°. De $.00 - .00
B cobre o simlar, ‘ '

Nivel 6 Hecho de una sola pieza de magnesio marco - P A 199.
de viga |. Para uso pesado. Largo 12° N2 de

de tubos aplomadores: 2, N2 de tubos nive-

1adores: |

0

Cinta Mitrica 9 Enrrollado automatico, argo de 13 hoja 3 mts. 7.00 $3.00
710 pies, ancho 1/2°. Tiene gradusciones
métricas ¢ wglesas

Martifle de uflas 1 Con mango de noqgal, peso: 16 oz. largo dal 6.00 6.00
. mango: 13°, 39 mm. '

artilio de Sola 1 Caras pulidas, chafanes 4 bocas. Peso 16 oz. 10.19 1018
. : Targo del marngo de madera dury 13-3/4° :

Al 1 Peso 6 10s., longitud de catez) 37, tumaio 16.50 16.60
de cara 2-3/8", tamaito ded ojo 1-1/2" x
1=1/3" Acero 2l cardono.

Para todo tgs Jda cincelado #n metal. Corte -] 7.69
1727, largo 6. Acero hexajonal de alto
9 Mo

~incel Estondar

[T}

el Estindor 3 Pr) todo 1:po 4o cincelato en metal. Corte 2.
122°, 1ergo 8°. Acaro hevagonal 4o slto
~ yrido

<«

_epilio de alatrdre | A$Wdero recto 1 mango y 4o 1 1747 filas 320 320
y de % ¢ 10. alambdres de acery, 2 1/3° 3
2 3/37ancho <« T 1747 largo.

T | Crwicwdad 1/3-17, Larnano de ‘os 91dos -:Jo'so 131.10 131.10
samiistran 1727, 374, 17 N de lidgM lli-
€ Tipo de cadesd axpuesty

LLave Stilison . ! Tpa recto, lar 3o 107, cipacxiad 1-1/2°

1240 1340



Llave Stilison

*larco paras sierra

Serrucho -

Juego de Desatornilladores

Juego de Desatornilladores
Aislados

Alicate (uso pesado)

Lima Plana

Lima Plana

Lima de Media Cifa

- aa
rywsd

Tijera para cortor laming

Tipn recto, larqo 147, capacidad 2°

Estandar, usa cuchillasz de 10" ¢ 12°. La
cuchilla se ajusta en cuatro posiciones dife~
rentes para cortar, profundidad del cuello:
de 303 1/2". Equipada con una chuchilly
de 10°, 24 PTI

Tratado 4l calor. Longitud de hoja 26

“De 10 piezas, para ranura y philligs. Hoja
"¢ ranurd cuddr e de 3/8° x 87, hoja de
ranura redonda de 1/8° % 4°,3/16° < 6°,
174" x 4%, Moja redonda philtips ® § x 3°,
92x4, 3 x6", phillips reforzado ® 2 x1-
1/2°.

Con mango de Tenite, juejo de cinco piezss,

con hojas de:

Largo Archo

2-3/4° S/32" )

¢ $/32° Revestimiento de hule
¢ $/32°

6-3/4"  7/32° Hojas aisladoras

9 $/16"

Sirve como tenaza i para cortir alambre,
tamano 97, acho de quijadas $/8°, abertura
maxims 13/4%, cortadores $/8°. Las ija-
das son hechas de una fuerte aleacion de acero
y nickel.

Corta doble en ambos lados. Corte sencillo
on ambas orillas. Larygo 8°, tamafo anchw
X grueso 25/32" x 13/64" (3/4 x $/167)

Corta doble on smbos lados. Corte sencillo
on amdas orillag. Large 107, tamifo ancho
X grueso 1° x 1/4° -

€1 1ado plano tiene corte Joble. Large 3~,
tamafo encho x grueso 3/4° x 7/32°

Cuerpo fundido Je hiwrro acerado. Prensy
pira tado usy = manc:bulas 47 o wncho x

2 =2 3737 40 a0, con ¢apacidad de dertury
deS°. Alta e s 174" Peso 31 1bs.

Lorjo total 127, Tongitud de corte ‘3 1/4"
capicvad Je ccrte-Merro galvamzado 20 6.
P12 for Jada on acero de construccion.

Cuadrada, odrerta por atrds = ancho 9 1727,

17.70

10.00

<0.00

3935

«6.73

19.10

$.29

7.20

€0.33

17.50

10.00

18.10

4.20
$.2%

14.90



£1]

U--hy

et

Barry

Carpotilly
Machete

Cuchia para Sierra
Cuchilla para Sierra
Ahbqam

Prebador de Circuttos

Tenazs

Llave Cangrejo

Tene2a pira Eleclricista

Escuadry

Trisne

% A
o

10
10

alto 127, tamafio NE 2, mango de noqal, lar-
90 do miungo 28", hoja de s0ero tratado Nir-
micamente.

Punta redonda ablerta de atrés, ancho 9°, al-
to 12", tamafio N2 2, mango de nogal de 25°,

OjoNE 6, peso:ded 1/2%s. ,lrgo:
19°,ancho de lahoja: 3 1/2". Fabricado en
acero for jado, tratado tirmicamente

De ero forjdo tratado tirmicamente,
mango de’ locado apresidn. Pesor
3 1/20s. % so\omo ngodolmngo

LR
36" i\'ﬂdﬂ% A

De acero, didmetro: 1~ tamato S° similar
3barras de orejy de telegrafista, Peso: 13
lbras.

3 1/2 pies cibicos. Modelo de marco de ace-
re. Con rueda de Wle

Para todo proposite, Targo de 1a hoja: 227,
hojas de acero, mango de plistico

Con %0 de carduro - Planes de 10°
Con filo de ardurd = Planes de 12°

Con mango Je madera, mazo de acero 3l car-
bono, peso $ 1s. tamafo 40 1a cara 1-374",
largo: 1 1/4x7/8"

Combinacién de desatormilador y prodador
de circuitos, 5@ usa en circuitos de 20-300
voltios

De mwm 1) ramra, 'um!o 10°, e»ni—
dd1-1/4"

Hecha do lescsin Jo scero, for jada 3 mar~
tinete 4 tratada on caliente, lirgo 107, co~
pacidad 1-1 /82

10N 3gu;eros par s endere2dr dimbre de
caldre de 10 2327, arjo total 5°, onillag
de corte m.urmdo Marrideros revestidos
de plostco

Tamafo 24° x 27, lengua 16" x § =1/2~,
acibado 4r cero pavon.do 4o a2l

Portabrocs hiene capasviad para broces

;‘f

12,00

14.00

19.60

<5.00

70.00
7.00

1.00
1.00
3378

4.30

9

5 8

14.00

19.60

25.00

70.C0
700

10.00
1000
LA E]

4.9

15.19

EA)



circulares o cuadradas de 4idmetro 1/8 2
1/2"%. Radio de 200%n 6°, laryo 127, 300 mm.
£) portabroca tiene afinado Jde zinc plateado

y oromado. Las agirraderas y cibezas son

de madera,

TOT AL

991.75

N TR e
) ‘-’"‘15*’53“.{(5:4;!‘ P,
Rl
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ANNEX 7 - TEXTBOOK COMPONENT -

Number of Urbian Schools Mumber of rural schonl,

Numero de Eecunlog Mumero de

Urhanas 41 = 36,97 Ferouaelas, Turalae 70 = 63.1%
TOTAL 111

’ 'l:otal Males Total Females

Total de Varcones 21,428 = 49.2% Tntal de Hembras 22,124 = 50.8%
TOTAL 43,552

Total teachers - N
Total de Maestvros . 1753

Number of students overage for 1-5° Grade

Numero de Nifns sobre Edad Educetiva de

1o0. a 60, Grado . 11,354
Male< Females

":ta.l Enrollment of 111Schools Interviewed MY ME

Matricula Tot»l de ]]1fscuelal Entrevictadas 41,493 42,066
49.6% 50.4%

TOTAL 83,564

Number <f studente in the community not in

Rasic Education School from (-6 Grade

Numero de Nidns en las Comunidades que No .
Reciben Educ22ién Bi:sica de 1o. a €o. Grade "07,75

Afos en que fueron distribhuidos 1os Libros por Eccuelas
Year that textbooks were distributed in School.-, '

AFNO No. FSPUELAS ANO No. ESCUELAS ARO No. ESCUELAS
YEAR No. SCHOOLS  YEAR No. SCHOOLS YEAR No, SCHOOLS

D D R D D D UP AR G D D R D e e G RGP G P WP G S D WD ED W D R G D WP D W W D e G W T G NP SR TS AP B W D P R e D W e R W A WD s & an

1986 1 ESCUELAS 1987 11 ES"UELAS 1988 30 ESCUELAS

et 0ax '
ARD No. ESCUELAS AO No. ESCUELAS
YEA®R No. SCHOOLS YEAR No. SCHOOLS
‘19e2 g EScuELas -
'''' Y S
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=RADOS MATERTAS TEXTODS C BUIAS LIPRETAS DE TRABAID
2ot Suilec

7.8% Tomo 1 2ETN Guia £7=2:.2%
2.8% Tomo 2 1862 Guia 34=25.5% 7,957 = ~31.7%

20. Mathematics )

Matemdticas 6.0% 2,972 787 = 14.8%
Scc., Studies
Snciales 4,67 2,294 - .
Mat. Science
Naturales S5.8% 2,362 | = 17.5% °°
Mat. Language , ,
*Idiore Nac .5.7% 2,789 . 997 = 19.%%

L
-t u

-
-

- o o

= Matamiticaz 4.%% 2 220
Scriales 1,5% 2,296 -
Maturales 4.2 2,094 SC = 1% 1%
Tdioma Nac. $5.3% 2,891 '

do, Matematicas 9.49Y 2,FE0
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(4 Bapved

Cur-izulum dovelapmn-t (20 hages:

1. Schome of the neuw structurz.

2. Changes in tho new program =% studias. .
2. Methodelagizal focus in the new programs, -
1. Support documents.

S. Instructicsnal Materials.,

Touthooks (30 *taurs!

1Y Technical framewodrl 9Ff thi terbs -
3 Mattaodoelogical Focus
(b)Y Philosophical Focus

e 9z rchological F

G

cus

12y Sarialogicel Fozus
‘g DP=dagogical Yeor-us

Taxthooks and tha curriculum 240 hours)
o Tenthaoks e an adjurtad to the teaching in meeting

curricular requirements.

2.

2. Daily lessen slans and 4F2 e Tosiam 2f cppricutar

onten

B 4

.

- -

2. How to ume tauxtbocks b *asch survicolar content,
« Tavttoaokz sz an a2dditioral and.in 4he aducation ¢

Basic aducaticn childran,
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The onma 1F oot Yeoet s 20 hret

1. Use «nd purposes of workbooks

o ez and prvpoazg of peebngt g

at

The use ot the Teschers guide (40

‘. Teacheirs Technigues
2. Inrzvative Mettodologies

in 1%*. graus
et e e
hra)

Praparation df,lnstructlonal Materials (40 Frs)

. Inwpensiva Materials
2. Cree Matoavials

Broaup Taaching (40 hrz)

Fvaluaticn of the Educationsl Procass

20 hrso




Nival
de Apresto

de

ol
dame
cone
mio
dado
palo
pelota
mand

papd

3o.

ciudad
madio
momento
asustado
varios
gsolitario
dibuje
hasta
recto
exclamado

Besul tados

Una palabra _

Nivel
de Libro

uva

dedo
pila
pipa
1ima
nido
fito
cama
tomo
sotfh

40.

decidido
servido
sorprendido
Quieto

me jorado
ciertamente
en%rado
realizade
interrumpido
chocado

Dos palabras

Tres palabras

UNA EVALUACION RAPIDA DE LECTURA

lo: '

pelota
pino .

© Sapo

sepa
paso

o jo
pina
boca -
sopa
tomate

So.

e3Cas0
Jdiesarrollar
considerado
discutido
portado
eupléndido
conocido
esicapado
serio

sin duda

20

nuestro
por favor
yo miusmo
pueblo
tamprano

- mandar

crea
silenciosamente
cuidadosamente
sacho

S
oy A .

RN -l
Y

éo.

puente
comercial
eliminar
aparato
comentario
elementario
necesidad
galeria
relatividad
chofer

de camiones

lector independiente.
nivel instruccional.

‘nivel de frustracidn.

o\




FAETPIN LAS MERCEDES 2451C ZTUCATIOM |
0~ Saptembar 2, 1982, a2t about 24 2°clock we vigitaed the
Caswric Las Mercedes Bazie Educaticn school. Tt is a World Pant

B voean meboan? ikl am ad i loes s Y va s cma i@y et L

3

and Yitchen and food storage facilitiez. The mived rural schos!
is situsted about !S5 hilometoars from Santa Ana in  the Cocident
regio;. Access to this school is laﬁgely by foot over very rongh
rcads especially during the rainy season. The approximately. 170

siudents who attend this echonl walk an average of 10 kilometers.

- 4 ‘ﬁ..

Tro feacberq must walk tgi aq§  from school a total of
. . ‘le i

spproximately 30 kilometers. ¥§2y'start their trak at  about 2
a.m. i1 *he qorning and qfrtve haome about 9 p.m.

loan approacking the scthonl we aet a2 young o ivoaciiog:
Lazhor He iptr-ducad himself and welrcomed us to thz o' -1
Yo then guickly invited us te hige own zlassroom whaore he had
sheut 70 ctudents  vongirg from 7 - 14 o7 2 n?* age coemving
s-ades L - 2, He intvodured us to hiz class commitiee for rzoting
T ! graesting visitors, Ahoub fouy 37 theze comritdes pembar:  com

inrward to shake onr hands and then placed themselves jin  fonv

carners of the room. Each &cok turng zalling on small groups o

“Sudents in raotation laft to right., Each 13t%la growog woo

o

shurt quaint little cong to present. No gaps Yetween pavformarn.::

g peraitiad. Afizr the small groups had finished, the antirn
Jronz zang.

T nale teachkors manage about  1TO0 Ttudenk: hatyoen
tharzelvas fropm . grades 1 - % The gviups are abwet  cvenls

disided. The 4th and Sth grade group teachev is  the dirosbtao-,

-

Sinza he 0v1ld not be in =chool on this day the other feachker wvas

)

e e e

bt o AT L imot ey
i "\,‘;"“-"‘-' / hel ML Ot e LRTR T e Ty R e

Cod LT BL D B R s e e N i e N s eit A i s




T'ea clazsscum o Pllled with beaahifn displays, wilh
b =kiivar r\:d:,}-:.m";l Mo ke el g splenn bty T e vt R
T hoga Dla-lbhcards ware peatly fillod with c2at TR
Seslgmients fﬁr certaln aspeciti- groﬁps.
) Tte teazher tad to le{ve the room for interviews whilz hoth

classes carried on with theiv assignments and were directed by a
rorpz of moaitors.  Some. members of our group sbtvollad thaugh the
rovws ob;e?ving their ‘work and asking them to read. Their reading
was exceptiéna!ly god&wgs waell as their creative writing.

Upon termination of the intervieus tha students were given 1
rescv@aticon break. §g~-ﬂ they organized an& gupervised Yheir nwn
las, They were orderly having a great deal of fun with a great

dezl .7 ~aganmeibilitb .,

S liscuszion with the teacher ravealwed that he war  ling

groug tesching hased oan intorest and  ability levels, Te
Aacanmalsts the wide range of age grade Jifferances ke a¢

vl iczlizing inchruztiorn  for abont one fourth of the uclawms

In the echowl visiting were two cuxmaitiees  froe 4%
el I1E 08 SUN Thay war s grateful Tor our vizite and wacde it slear

that they would not tolerate a ¢ransfer of stheir 4$uyc loyad

ofe

2 artther ccwool. We azouoad thar

E‘.

taache-:
our misgibn,
It w3 one of the finest displayz of anm asczllant o boe

acrtion., Thi: schonl widtkh sare further vafingiront could be oaon ot




boaal,,

<

2 deirias ot mcdal gchenls be l1ga0 the Wl Loow@f el e b e M
use. The tazchara Gad not TNl wan the hearky 0 f the oo Tant
Yrung studonte thay toach bt tha Farents and community o= ol

If thor2 12 any doubt that Yenlbucks are being uvaed and LY et

cstndentsg cve learning to read they nezd enly to visit this A TN

and sae a grea? neighbovhoed schenml doing a sugerb Joh of
bringing a we'l vroundaed education to o 'groub ot Fandzome,
intelligent children. |

Thre is nqwdoubtvthgt the prime movar 2f this schiol i the

voug rrnative \éehchQ' The beautifully designed world banb:
..... S L o

.8chon] pYOVidQS a sound physical envirsnment gor Vearning. Mgt

9% 211, the PLANALIBRE toxtbosks -Rravide  the  cick vaading

wotariol for fyll supoort of the moderr irdividueslizad and Py atita )

"" . T -

R RN ‘?"“v,,")’¢”“\ B TN e e
1 “ : ; .
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CIGITATION TN TaMILY

on Thavsdey, Sartombar 71200 0 el by o mada Yeog Pt
nhdI R L | ‘fatn"iﬂg apagian teminar in ' Hnirmn, The +rainine  woar
tald in ore ~f tha high =chale.  The saendiniy dad gluop daleely
Ly APRE a-4 the IPM™ *rainera ¢o 1uma 170 baeic adiacatinn suoond
gr iz teachers,

The semssior had already been under way when the visi;ing
twam avrived. There wvare two trainers cne on sach aide of the
c.aznéoom,' one from.nPRE and the othnr !P M. They ,ltarnatgu.H“

ey '5'"“ me#‘a.
with ;'99“ . parson luctuving for about S minutes. Each porlon'f

tried to suppcrt in some way what the other was presenting. The ’
teachar vere most passive. Mot ane person was takirg notes on
the contents of the presentation. On kwe ofcagic-~a 2 zame
ant .aghed for permission %c ewpras:s his view:, J4as glvern the
anportunity and continued for move than 10 aiputes earkh %inpe

aithout 1 pausa. During his intevvertior the ctudan” had etrived

Peem  Sha themee  touched on by the two  traipers,  dowaevar  qe

fe

wff.r s wazs made £~ recain the cgntral theme. Thig Hroeght
general discusgicn with a mixknve of opinione Yy *the claes

withziyt any effort %3 bring ahout  any gerevalirabicae v

"By this *ime it was time for a group venort by § foactar ok
was selected for thiw task. He rvasertad *he zointg of ol af

hiz  groun nut it was difficulb Ffor tra abemeeadd-= grogzs clals

—

the ¢tinming aond internt -f  tvc prosantition was oot o
undevestond. The class took a coffam heaal and the absoevotion

qroup wen' or £ observe other 20d grade tsacher groups  wovhking

ir gvonpe., They uare al' examining the teachers guide ithout

,
! ‘

" 4y
% ;.’m;niva‘ S
Saas Gl SN L5 \__/\‘“ R

‘ K . .
et M s o

Bast Avey




any  Apecific qu o o whadt g 1ol Por, L ,
marter v gy Toass L fd e aTe gamar Dovatakoon ke bhe g of thﬂ'gr“rm

Th purprga b Whee Seaiinlng sl hd- el thy

zoampatency 2 2pd grade teactars bn Ythe wge  of  textbosts s
teechear guides. Some cbservations of the training sessicon wen s
1. That the delivery of the message was based far to

heavily on verbal communicatinn, .

2. There we;e little or no visuwal materials nsed ir Lhe

* prasentation. |

2. The verbal presentations appeared to have bzen

improviged vather than zarnfully planned.

4, The prasentation by the two frainers centered - -:zund
gararal content <-f family ~Aeecatior cather thap e She

use of texthouhs,

T. . Therea vas no pra-tical o

class.

2. There appeared to bhe no advance) orepacoakioan on Yho 2ot
2f  the _trainars tao create an envirmnmént $r using
textbooks that migﬁt be imitated by teachers for use with
zhildren, -

. Trairers were not dramatic nor axciting - oor e

3 .

comvinaging thaoir dalivary style and hence -sppearad?
tx “ave little or .no impact on the teachers. if

dJependence on the delivery of the mesgage razhtz itk

oral communicatien, the deliverer of the message mo:' 12

s  acuparh 1omaumiecator, Thie did not seem 0 R v
Taze, -
-~



2.

The trairerz in huth APRE and Prblacidn Educativa upor

Ackive  sgar*icipation in =2 maey bralndng  s=eos.rnz
ghoundd  havs coaee up with seme  affeckive orocadi-ag,

for delivery of tho meszage of using textbcaks,
vizual and written materials, certain innovative audin

visual aide and practical activities ir the uvse -t

‘tevtbooks. Yet, there was ne ‘fadicadticr of ATy

particular app¥oach, inct-uctional materiats 2. any

“.

innovativa presentations whizh might'bﬁabc been unique,

creative, dramatic or even inspiring.

L)



ANNEY 12
PROGRESS REPORT
UP TO APRIL 3C, 1989
EDUCATIONAL SYSTEM REVITALIZATION PROJECT
GOES/AID 8519-029%
COMPONENT 1IV: TRAINING

—— - o . - g

) ACHIEVEMENTS TOC DATE
1.” Local Training for Use of _PLANALIBRE 4

Texts
A, sqminarc for Tra'ners and Teachers .
(P8 ‘weeks each) . - .8
B. Teacher Training Shopo at national T e
_ level, 1 week each) . : ' 224
C. In Service Trained Teachers - 17,960

D. Pre-service Trained Teachers
(in Technological Schools) 2R3
E. In Service Trained School Directors 1,380
In Service Trained Nucleus Directors nes

2. Local Teacher Training on New Content
A. Reading Seminar (1st, grade) for Teacher
Training (1 week)
1. Teacher Tralining Shops at raticnal ‘ o
level : 39

[T ]

e, In CService Trained Teachers for .
13t. grade. : 3,823

B. Seminar on Population Education for Teacher
Trainers (3 weeks)

'R}

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

University 3%
10 Master Degrees in Education

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

(January-December 88)
. 3. 15 Master Degrees in Education
(August 88~Julio 89) - )
B. Two-week Shop/Seminar at Honduras' Ministry of
Education for Teacher Trainers

.‘
>

4. Printed Educational Materlals

A. Study Programs (Curriculum Guides) 45.000
B. Instructions for Teacher Trainers 500
8. Textbook Distribution
A. 1st.-6th grade (Distributed by APRE) 2,112,575
(Cistributed by the Directions of Educationa:l
Technology and Basic Education) 2,618,337
Total 4,731,812



POOK PRINTING FOR YHE YEAR B84 TO 88 IV EDUCATIONAL PROJECT GOE®

S G A R M AR NP D W W Eu GO G M WY NP VD WD GF Sl M WS SRS G AN B B WD Y M e NP S MR D SW M e el S P M TS WP M G AL e GE Wm M P M M SR G O SN D NI AR R AT G S SR 4D TR G m o e e e

No. of UNIT TOTAL
PAYMENT DATE ENTERPRISES GRADE BOOKS PRICE PRICE
JUL - 84  INST. SALESIAND 1wt. © 21.000 € S.64 € 118.595.
DEC - 84 TREJOS HNOS. 2nd. 21.000 2.33 48.825.
DEC - 84 LIL, S. A. 1st. 20. 500 1.39 | 28, SOT
::AY - 86 TREJOS HNOS. 1st. 127.930 2.22 2684, 500
JUN - 86 PIEDRA SANTA ist. & 2nd. %39.200 0.986 531.647.
DEC - 86 LIL, S. A. 1-2-3-4th. 543.360 1.20 €53, 022,
NOV - 87 LIL, S. A. - 1-2-3-4th. 2.054.396 2.53 5.200. 55"
Moy - 87 LIL, S. A. 2nd. 140.086 2.62 257,520
NOV - 87 PIEDRA SANTA 2-3-4th. 370.000 1.81 669. 100
JAN - 88 CARVAJAL, S. A. Sth. & 6th. 615.200 _  4.12 2.535. 10"
JUN - 88 TREJOS HNOS. Sth. % Eth. 3.900 14,82 .00
TOTALS ) ' 4.456.562 € 10.691.14%

SIS 28323 IS S S SN R C I I I I T I IS S NS SIS IR SIS IEIENEIISITITI[INSUIIITSNSIIRISI T

APRE PRINTING: 240.000 1st. Grade Notebooks, .
40.000 Kindergarten Notebooks,
45,000 1st. to 9th Grade Study Programs,
S00 Teacher Trainer lnstructions.



ANKEX 14 APRE FUNCTIONS PER PROJECT PAPLR
«l7=

5.' Administration and Management

Over the past five years ths MOE has implementcd two A.1.D. projects and
g:: !ilggg/wesco Projact and is currently implementing one project financed by

The MOE's implementing record hes been less then satisfactory. In the
case of the World Bank Project,.for example, after six years of slow
implementation, many of the problems were overcome by the creation of an
autonomous special Implementation unit within the MOE. According to s recent
evaluation report: “the special isplementing unit has been able to.invest
more funds, to complet+ @ major portion of. the Project and to monitor
activities reascnably well.®. -

S e

Although progress has been made to correct or minimize some of the
deficiencies of the MOE, it still suffers from serious administrative and
managerial weaknesses. Moreover, the Ministry 1s subject to lengthy GOES
procedural and legal restrictions which hamper the efficient and effective
implementation of such project sctivities as procurement of commodities and
construction. In addition, the MOE is currently 1n the throes of another
educational planning exercise and reorganization program for the period 1983
to 2000, both of which could pose significant distractions if the MOE still
wants to achieve the goals of the educstional plan formulated in 1983.

Given this situation, both the MOE and A.1.0. have agreed on the need to
establish s SW responsible for the management and coordination of Project
sctivities. Accredited to the MOE, the SMU will hsve direct access to all of
the Ministry's divisions in order to ensure a direct line of communication and
avoid bureaucratic bottlenecks. The SMU will be created on an ad-hoc basis to
adninister Project related activities.

- The SMU will have 8 Project Coordinator and a professional and support
staff. The Project Coordinator will function as the head of the Unit,
directly under the Minister of Education, and will have overall responsibility
for adninistration and implementation of the Project. The Coordinator will
also serve as the primary liaison with and have direct access to both the
Minister of Education and the USAID Mission.

The technicsl staff will sssist in the development of implementation plans
and time-phased schedules for carrying out Project activities. They will
oversee the execution of the functions and responsibilities of their
respective areas of expertise and of the SMU as a whole.

The selection of all professional staff will be @ joint AID/GOES process
to ensure that the best and most qualified people are hired. Although all
personnel will be on 8 host country contract, A.1.0. will have to concur in
the selection of all SMU staff, and approval of any and all contract
extensions for personnel. ‘

B\



eed

Every offort will be made to staff the professional positions in the SMU
with experienced MOE personnel. However, if qualified individuals are not
available, the positions will be filled by contracting from outside the

Ministry. .

- The SMU will be composed of the following professional and support staff:
(1) a Project Coordinator, who will be assisted in general Project management
by en adninistrative assistant; and or contract/procurement specialist; (ii) a
textbook specialist, engineer, srchitect, construction technician, and s

maintenance specialist to monitor specific Project components; and (iii) a
controller and an accountant, to meintain administrative and financial records.

The major objective of the SMU is to enable the Project to effectively
achieve its goal and purposes. The responsibilities and functions of the Unit
will cover the entire range of the implementation process. A major aspect of
this will be the development of time-phased implementation plans, budgets, and
management of project inputs in accordance with epproved plans. It will be
responsible for the accounting of sll Project funds.and for monitoring and

reporting Prgqut sctivities.

The costs of the SMU are proposed for Project financing, becauss this

Unit is envisioned as a temporary entity within the MOE whose only
resp.m!b@llty will be to plan, coordinate and supervise Project activitfes.

To help the s carry out its duties and responsibilities, Project
funds have been set aside to finance audits and an interim and final

cv&lu&tlm. . -

COMPONENT FIVE
ADMINIS TRATION AND MANAGEMENT
¢ XX )
- R.1.0. =
ITeM - ~TX 1C  TOAL GOES YOTAL
Professional Staff Salaries " 608 300 - 905 905
Counterpart Selaries . 2,019 2,019
Operating Costs S0 50 30
Rent : ) 49 49
Equipment & Vehicles S0 50 S0
Technical Assistance/Audit 60 60 60 .
TOTAL COMPONENT V s 350 1,065 2,068 3,133
T IiT=RE SIETITXS FIV=22=S STWIIT= 2T=I===2
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