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Executive Summary 

EXECUTIVE SUMMARY 

Mandate 

The mandate given the Academy for Educational Development and the IEQ II project by the MEPU 
and USAID consisted of studying the following questions: 

• What textbook acquisition practices and policies have been followed since 1990? 

• What are the various strategies, how were they implemented and with what results? 

• What roles have the various participants played at different levels to ensure the supply, 
distribution and management of textbooks? 

• What are the current and future implications for ensuring the availability, accessibility and use of 
textbooks in Guinean schools? 

Methodology 

To fulfill its mandate, the team planned to collect data directly in the schools and from the largest 
possible number of public and private sector participants. It also consulted a very large number of 
documents from varied sources. Two questionnaires were developed. The first, which targeted 
schools, comprised an inventory of books and a survey of their state of preservation. The second 
questionnaire generated data necessary for analyzing the administrative process involved in textbook 
management and distribution. This questionnaire served as the framework for discussions with 
everyone the team met with, from management committee members in the schools to the heads of 
departments and directorates in various ministries and private sector enterprises. 

The following table summarizes visits in the field and the distribution of the schools visited. Among 
other things, the table indicates that outside Conakry, schools were visited in all of the Prefectural 
Directorates of Education (DPE). In addition to meetings with the heads of 33 DPEs, one Communal 
Directorate of Education (DCE) and three Regional Inspectorates of Education (IRE), the mission 
visited 363 public schools representing 10.5 % of Guinean public schools. Of this number, 28.5 % 
were secondary schools and 9.1 % elementary schools. In each prefecture, the objective was to visit 
two middle schools (colleges), three urban elementary schools, three semi-urban elementary schools 
(near towns or located on major roads) and three rural elementary schools, including schools that 
were isolated or difficult to reach. 

Adding the individuals contacted in ministries, nongovernmental organizations (NGOs), 
international organizations and private companies to the 1,469 met with in the school system yields a 
total of more than 1,500 people who were consulted during the course of this study. A list is attached 
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to the report on this study. 

Table 1 Summary of visits to schools 

Schools Individuals 
IRE visited consulted 

DixinnDCE 9 21 

Boke 49 245 

Faranah 41 137 

Kankan 58 148 

Kindia 36 111 

Labe 62 336 

Mamou 39 244 

N'Zerekore 69 227 

Totals 363 1,469 

1996-1997 3,448" 
statistics * 

% covered by the 10.52 % 
study 

Number of 
students 

9,555 

22,931 
16,784 

19,732 

14,077 

18,982 

16,676 

27,295 

146,032 

700,283*' 

21.04 % 

* Source: SSP, 1997b and 1998, public sector only. 

Scope and limitations of the study 

Executive Summary 

Types of schools 

Urban Semi-urban Rural 
Middle Elemen. Elemen. Elemen. 

1 8 0 0 

10 15 14 10 
8 12 11 10 

11 15 15 17 

8 13 7 8 

14 16 9 23 

9 15 9 6 

11 19 18 21 

72 113 83 95 

252** 3,196 

28.57 % 9.11 % 

** Including high schools 

The mission focused its information-gathering and analysis efforts exclusively on elementary and 
first-cycle, second-year middle schools in the public education sector. Consequently, no comparison 
is made in this report with conditions in private sector schools, nor are any data presented on the 
textbook situation in the second cycle of the second year. The Ministry has not distributed books to 
high school (lycee) students since 1990. It should also be mentioned that the most recent distribution 
of books (1997-1998) included both private and public schools. 

Because the names of the ministries responsible for teaching and education have changed often since 
1990, the word Ministry will frequently be used in this report to refer to the ministry currently 
involved and will thus designate the ministry responsible for elementary and secondary education. 
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Acquisition of textbooks, 1990-1998 

The study identified three periods between 1990 and 1998, corresponding to the three methods of 
textbook distribution favored by the Ministry. In the first period (1990-1993), decentralized 
education units were given responsibility for the distribution and sale of textbooks in the country's 
schools. During this period, nearly 650,000 elementary textbooks were placed in schools. Although 
the system was successful in getting textbooks to the schools, it was nonetheless plagued by financial 
management problems. Lack of coordination among the various supervisory units made systematic 
monitoring of the operation difficult. 

During the second period (1994-1996), the Ministry contracted with private distribution companies, 
which benefitted from a 35% allowance on textbooks owned by the Ministry and sold at authorized 
prices. The companies were also required to import certain titles at their own expense and to sell 
them at prices set by mutual agreement with the Ministry. During this period, nearly 1,450,000 
elementary textbooks were introduced into the system. This period saw the emergence of a private 
distribution sector that had no time to become organized, owing to a shift in the distribution strategy. 
The private sector distributed textbooks primarily to the principal town of the prefecture, and it was 
often difficult for students in isolated schools to gain access to the books. Moreover, the amount 
needed to purchase the various textbooks constituted an added burden for families. However, no 
systematic assessment of this approach was performed. 

The textbook rental system was introduced in the third period (1997-1998), and management 
committees were established to oversee it. The Ministry bought supplies of textbooks and had them 
delivered them to schools by private carriers. At the schools, the management committees are 
responsible for renting books at GF 1,000 per student per year for all of the books used during the 
school year. During this period, nearly 720,000 first-cycle secondary textbooks and 1,245,000 
elementary textbooks were placed in schools. Organization of the rental system is ongoing. 

Textbooks were delivered to the schools despite losses at the Ministry's warehouses. Although the 
sum of GF 1,000 per student seems within the reach of nearly 80% of families, the public awareness 
campaign was conducted in such a way as to give parents the impression that the main objective of 
the rental system is to collect money rather than to make textbooks available to students. 
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Executive Summary 

One of the findings of the study is that approximately 50% of the textbooks made available between 
1990 and 1998 were provided during the latter year. It was also in 1998 that textbooks were 
distributed to secondary schools for the first time since 1990. Analysis of the different approaches 
taken to distribution raises questions about the role that the Ministry ought to play in the textbook 
sector and in the distribution process in particular. Quality and equity should be among the 
objectives of any textbook distribution system and should be achieved by making quality textbooks 
available to all students on a continuing basis. Contrary to popular belief, the three approaches to 
distribution did get books into the schools, despite the deplorable fact that large numbers of books 
disappeared, especially from the Ministry'S own warehouses. The quantities distributed are still 
quite small compared to the number of students, ruling out the possibility of achieving equity 
between secondary and primary education, between regions, and between the subjects taught. 
Secondary schools received no books until 1997, at which time enormous numbers were received. 
Now, elementary schools are at a disadvantage. 
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Table 3 Acquisition of textbooks, 1990-1998 

Total 1989-1993 Tota11994-1996 Total 1997-1998 

Periods 

The preservation of textbooks 

Textbook preservation is an important component of the textbook management system. The 
conditions in which textbooks are kept and handled have a direct impact on their useful life and 
replacement cycle. Therefore, priority must be given to the adoption of measures aimed at ensuring 
the protection of textbooks against the elements, insects, rodents, thieves, fire, dampness and careless 
handling. During the survey, the research group organized by the Ministry of Pre-University 
Education (MEPU) and the United States Agency for International Development (USAID) focused 
on the textbook preservation measures adopted in Guinea, both at the central level and in the 
schools. 

Theoretically, centrally stored textbooks should be in transit only between the time of their receipt 
from the publishers and their delivery to the schools. During transit, however, books that were stored 
in the Ministry's warehouses are exposed to theft, dust, dampness and rodents, and it is often the 
case that more than six boxes are piled atop one another. In the warehouses visited, there is no 
system for classifying books by subject and by level. This increases the number of times the boxes 
are handled and leads to premature deterioration of the protective packaging. 

Upon leaving the warehouses, textbooks are again subjected to mishandling. They are often 
transported in poor quality boxes which are too thin and which lack the plastic covering needed to 
protect them against the elements, insects, rodents, pilferage, and especially against water and 
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dampness. It should also be remembered that the books are likely to be delivered to the schools in 
the months preceding the start of the school year, during the rainy season. Before arriving at their 
destination, textbooks are sometimes damaged and some are even rendered unusable. 

The conditions which determine how books are protected, preserved and handled following delivery 
to the school include: security measures to guard against theft; school storerooms; classroom 
cupboards and desks for book storage; student book bags; and, finally, information on how to 
properly care for and protect textbooks. On this latter point, the research team estimates that fewer 
than 50% of parents and students in the schools visited had received even minimal information on 
how to care for textbooks. 

Tableau 4 La preservation des manuels dans les ecoles visitt~es 
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Table 4 Textbook preservation in the schools visited 
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More than 75% of the schools have storerooms for books. Most of the storerooms are permanent 
structures, generally adjoining the principal's office, outside the classroom. Because they can be 
easily opened, they are insufficiently protected against theft. There are no national standards 
governing their construction, only sample plans. 

Fewer than 30% of the classrooms visited have storage cupboards. Those that are available are more 
often made of wood and can be easily moved, which could explain the small number of cupboards 
counted in the classrooms despite the large number distributed under the first Education Sector 
Structural Adjustment Program (PASE I). 

In 70% of the schools visited, most desks had no storage compartment for books. Here again, no 
Ministerial standard governs the manufacture of school furniture; there are only sample plans, and 
the research team noted that they are not always followed. 

In over 75% of the schools visited, the majority of students have bags in which to carry their books. 

The books/student ratio in the schools visited 

The study included a thorough inventory of the approved textbooks found in the schools visited. This 
inventory accurately reflects the situation observed between May 11 and May 30, 1998 in 291 
elementary schools and 69 first-cycle secondary schools. Table 5 shows the ratios of books available 
per student. It should be pointed out, however, that although French textbooks and ethics and civics 
textbooks were being distributed while the study was in progress, approximately 40% of the 
elementary schools visited had not received them. 

At the elementary level, the books/student ratio, all subjects combined, is 0.97. This means that, on 
average, each student has one textbook. Considering that there are 4 or 5 textbooks for each level of 
education (French, mathematics, observational sciences, history, geography, ethics and civics), it can 
be concluded that the objective of providing each student with one textbook per subject is less than 
20% attained. 

Moreover, for all of the 291 elementary schools visited, the study turned up only 208 teaching 
guides, all subjects and levels combined. This places a major constraint on the proper use of 
available textbooks. The fact that teaching guides are not included in the ongoing distribution of the 
Collection Le Flamboyant is a pedagogical anomaly. The books/student ratio will be increased, but 
the Ministry's objective-the proper use of textbooks-will be scarcely 50% attained in the best of 
cases. This is a perfect example of a procurement operation that will have cost twice as much as it 
should have, given the results. Efficiency in this case is unsatisfactory. 

There are significant differences between levels and between subjects. In the second-year classes 
visited, for example, the books/student ratio for the mathematics textbook is 0.01. This means that 
one second-year student out of 100 has such a book. With an average of 50 students per class, there 
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would be only one mathematics textbook for two second-year classes. The situation is different in 
the case of the Le Flamboyant French textbook in the first year, where the books/student ratio rises 
to 0.57. This means that nearly 6 students out of 10 have a textbook. This ratio should be closer to 
one book per student once the current distribution process has concluded. 

In the first cycle of secondary education (middle school), the textbook situation is much more 
positive, especially since 1977. At present, the books/student ratio, all subjects and levels combined, 
is 4.72. Since the list of official textbooks for secondary education includes an average of 5 titles per 
level, it can be concluded that the objective of one textbook per student and per subject is more than 
80% attained. 
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For all of the schools visited, a distinction must be made between the theoretical books/student ratio 
and the actual ratio. If, for example, the theoretical ratio is 4.72 for secondary schools, the actual 
ratio of textbooks in the students' possession is 1.75. There are two reasons for this significant gap 
between available books and books actually being used by students: (i) schools were visited between 
May 11 and May 30; in several schools, books had already been collected in preparation for 
vacation: (ii) many students (parents) did not pay the GF 1,000 rental fee, with the result that a very 
large number of books never left the school storeroom and were not used by students. This latter 
factor limited access to books for learning purposes. 

The priority for secondary schools should be to preserve textbooks, while the priority for elementary 
schools continues to be to acquire and distribute textbooks, particularly teaching guides in all 
subjects, as well as mathematics, arithmetic and observational sciences textbooks for all levels. 

Textbook management committees 

Textbook management committees were created in schools following the publication (between 
April 1997 and February 1998) of three ministerial circulars. These circulars set forth the guidelines 
and the approach to be taken in establishing management committees, but they provide different 
information about the composition of the committees. They also specify that the receipts from 
renting books to students must be kept in a blocked account opened by the IRE on behalf of each 
school. 

The existence of textbook management committees in the schools was verified through on-site visits. 
However, the team questions the relevance of such an autonomous structure, since textbook 
management is an activity that could advantageously be entrusted to existing entities such as the 
Association of Parents, Pupils, and Friends of the School (APEAE). Staff of secondary schools who 
are members of management committees received training in the functioning of textbook 
management committees. These individuals-theoretically operating staff- sit on management 
committees that are not yet wholly operational themselves. It is still too early to assess the work of 
the committees from the perspective of their assigned role. 

At present, most of the committees do not playa substantial role in the receipt of textbooks or in 
their conservation, safekeeping, use and maintenance. The procedures for textbook management are 
based on an established school administration system, except in the case of recent textbook 
deliveries. 

Generally speaking, the process of textbook management by the management committees was 
analyzed with regard to seven points, corresponding to the six major stages of sound management 
used throughout the study: (i) planning; (ii) organization; (iii) supervision of operations and prudent 
management; (iv) control of the management process; (v) coordination of the management process; 
and (vi) internal control. The results of this analysis are summarized in Table 6. 
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Table 6 Administrative process :of the management 
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The establishment of a four-level scale (unsatisfactory, poor, satisfactory and very satisfactory) to 
rate the management process of the management committees of the schools visited reveals that in 
most cases, application of the basic principles of sound management by the management committees 
is poor at best. Application of the principal of planning is, quite simply, unsatisfactory. 

Another aim of the study was to determine whether the various management activities were being 
documented by the management committees. For example, are the committee's work objectives 
defined and set forth in a document? Do management committees keep minutes of their meetings, 
containing a record of decisions taken? The study concluded that the management committees 
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generally do an unsatisfactory job of documenting textbook management activities. In fact, it might 
even be said that the management committees do not document procedures. 

The administrative process of textbook management at the central 
level 

At the central level, we considered the same elements of the administrative process: activities related 
to planning, organization, supervision, prudent management, control of procedures, coordination and 
internal control. 

Table 7 Administrative process at the central level 
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The main units of the MEPU which are directly or indirectly involved in one of the textbook 
management activities (design, supply, production, distribution, preservation) are the INRAP, the 
DAAF, the SNIES, the SSP, and the ST-PASE. These directorates and departments are involved in 
one or more phases of textbook supply. The DNEE and the DNES are the clients of the system and, 
as such, should participate in the process of choosing guides, textbooks and other teaching materials. 
Moreover, once the books are in the schools, these two departments should promote and contribute 
to the preservation of books in cooperation with local school districts. Table 7 illustrates the quality 
of the administrative process of textbook management by the Ministry. 

PLANNING 

There is no national planning process agreed upon by the various ministries and departments in the 
area of textbook management. Planning activities are carried out in each of the sponsor-financed 
projects, but there is no authority within the Ministry encompassing all of the actions planned by 
sponsors. A number of sponsors are involved in the ST -PASE, but some are not included in the 
consultative process. In the absence of national estimates of medium- and long-term textbook 
requirements, sponsors finance textbook sector activities without consulting one another. The result 
is duplication of effort, as in the case of the recent enormous purchase of French books for 
elementary schools. It should be noted in respect of textbook costs that the Ministry has no heading 
in its budget for such expenditure. The mission saw few planning documents outside these two 
projects. This is an example of disjointed planning. 

ORGANIZATION 

With the exception of department heads, no human resources have been assigned to departments. 
Deadlines are usually far exceeded, which explains the lack of correlation between the number of 
books in the schools and the number of students currently enrolled. The numbers are not updated. 
Except for circulars issued by the Minister's Office, there is no document setting forth procedures for 
all of the various activities. The decree creating the INRAP makes no mention of its role in textbook 
distribution. Some of the activities of the Academic Publishing Section are not mentioned at all in 
the decree, including distribution and evaluation. 

SUPERVISION 

No mechanism for reaching consensus on the actions to be taken to attain the established objectives 
has been defined. The result is lack of consistency in the use of the Ministry's various resources and 
lack of balance in the means employed, despite the imperfect nature of the available resources. The 
necessary steps are not always taken to evaluate the impact of actions taken on textbook operations. 
The principles of deferment and consultation are not always applied. 
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CONTROL OF PROCEDURES 

We were unable to verify the system-wide existence of instruments for controlling and monitoring 
compliance with procedures, nor any evaluation mechanism based on comparison with the expected 
results. It should be noted, however, that evaluations are sometimes performed, although not 
necessarily in the context of a procedural control system. 

COORDINATION OF ACTIVITIES 

Certain harmonizing actions have been taken with a view to synchronizing efforts and the use of 
Ministry resources to attain objectives. Such is true of the activities of the technical secretariat of the 
PASE. However, there seems to be no consensus concerning the roles and responsibilities of each of 
the departments and directorates. As a result, actions are taken individually, without any real 
dialogue and without a legal basis. This situation has persisted for several years. 

INTERNAL CONTROL 

There are many deficiencies in measures and procedures that might otherwise create a sense of unity 
and enable managers to discharge their responsibilities reasonably and prudently. These deficiencies 
leave the door open to the possibility of embezzlement and backbiting. It is common knowledge that 
books belonging to the Ministry are offered for sale on the public market. The utmost strictness is 
called for in such cases, to ensure the best possible protection for national and government resources. 

In the area of textbook management, the mission found the Ministry to be largely deficient in 
applying the generally recognized principles and standards of sound management. 

Recommendations 

In the last ten years, the effort to provide Guinean children with greater access to books on a 
continuing basis has involved a varied assortment of actions, publishers, teaching specialists, 
decisions, sponsors, activities, purchases, distributors, sales, printers, editors, training, illustrators, 
laws, contracts, evaluators, teachers, students, directorates, departments, parents, customs services 
and ministries. 

There have been both successes and failures, but the failures, unfortunately, have outnumbered the 
successes. Although it must be admitted that the degree of success in attaining the established 
objective is far from satisfactory, the efforts of the national authorities and sponsors in the textbook 
sector have resulted in the acquisition of nearly 4 million books since 1990, at a cost of roughly 
US$15 million. 

After 10 years of disparate efforts, it would be beneficial to go back to square one and approach the 
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issue from the perspective of what should have been done a long time ago: the development and 
implementation of a national textbook policy. 

The list of the symposium's recommendations contained in the appendix at the end ofthe report 
could serve as the basis for discussion of a possible policy. 

To develop such a policy, the mission recommends: 

THAT the Ministry of Pre-University Education make the government aware of the need to develop 
and implement a national textbook policy. 

THAT ajoint (public and private), interministerial technical committee be established, comprising 
all of the parties involved in the textbook sector. Its purpose would be to produce a draft, consensus
based national textbook policy. 

After reviewing all of the available information that could be useful in formulating a national 
textbook policy, the mission concluded that it would be possible-with sustained political will-to 
produce a draft national textbook policy document in Guinea within the next twelve months. 

In the meantime, of course, actions previously undertaken should be pursued and, if necessary, 
modified immediately. Chapter 7 of the report contains several recommendations on this subject. 

For textbook orders already in progress, the mission recommends: 

THAT an amendment be negotiated with the companies involved, making them responsible for the 
distribution of textbooks to schools in exchange for appropriate compensation. The aim is to remove 
government agencies from all phases of the distribution process. 

Conclusion 

Continuing access to textbooks in Guinea will not be possible without a national budget 
appropriation and effective control over the various stages of the textbook cycle (see the table on 
page I of the report). This appropriation necessarily involves the national political will-clearly 
affirmed and applied-to promote such an objective. 

This political will cannot be generated by a single ministry-Education or Culture, for example. 
The Ministries of Economy, Finance, Transportation, and Planning, as well as the Central Bank, 
must also playa part: textbook policy is at the very least a matter for the government of the 
country concerned, unless it involves consultation between several nations. (AF, 1997, p. 14) 
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Next steps 

The development of a national textbook policy is a project in itself, with its own human, material and 
financial resource requirements. What existing agencies and/or programs could contribute to such a 
project? Who will be responsible for preparing the preliminary documents and aid requests? 

It would be useful to plan additional assistance for certain projects already underway, in order to 
address some of the previously unforeseen aspects and issues raised by this study. How, for example, 
could the private sector efficiently and effectively assist in the design, execution, production, 
dissemination and distribution of books and brochures currently in preparation? 

The creation of textbook management committees in the schools is an excellent Ministry initiative. 
The next step should be to provide additional training, in order to make these committees truly 
operational. A complete series of timely training sessions could be developed, including a simple and 
functional control system with nationally coordinated control instruments. Who should provide such 
training? Who will develop the programs? 

Here, then, are three different options for short-term involvement by the MEPU, USAID and other 
sponsors. Solutions do exist. The study has already mentioned an assistance program involving the 
Agence de la Francophonie. The Improving Educational Quality (IEQ II) project could also provide 
support for one or more of these efforts. 

The program is vast. The situation is urgent. The children of Guinea are waiting. Are we going to 
continue taking a piecemeal approach, or begin considering the problem as a whole? 
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INTRODUCTION 

The Education team United States Agency for International Development/Guinea (US AID) 
seeks to strengthen Guinea's human resources by improving basic education, 
quantitatively as well as qualitatively. It is universally recognized that the textbook 
remains one of the principal aids for improving educational quality. Since 1990, several 
sponsors have financed book production and acquisition in Guinea. Many problems have 
occurred in distributing these books and in the general management of everything 
surrounding this matter of textbooks. To improve the present situation, it is necessary to 
assess textbook distribution and management since 1990 and to explore avenues that 
would allow the intended objectives to be reached. 

Thus, a mandate was entrusted to the Academy for Educational Development (AED) as 
part of the Improving Educational Quality II (IEQ In project by the Ministry of Pre
University Education (MEPU) and USAID. This mandate, whose reference framework is 
detailed in Appendix 1, consisted of studying the following questions: 

• What were the practices and policies for acquiring and distributing textbooks since 
1990? 

• What were the different strategies, how were they implemented and with what results? 

• What roles did the different participants play, at different levels, in providing for the 
supply, distribution and management of textbooks? 

• What are the current and future implications for providing for availability, accessibility 
and use of textbooks in Guinean schools? 

Circuit of the Book in Education 

Table 0.1 Cycle of the Book in Education 

Acquisition 

I 
Replacement 

Preservation 

Cycle of 
the book 

Distribution 

Use 

The circuit of the book in an academic network can be summarized in five large stages. 
Each of these stages can be carried out in different ways according to the objectives sought 
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by the Government and the ministries involved and according to accepted choices, 
generally in conformity with a coherent national policy with the objectives of a country's 
different ministries. The purpose of the circuit is to allow children equitable, long-term 
access to books. 

Methodology 
IEQ IT assists USAID's missions and host countries in their educational reform efforts. To 
achieve this, IEQ II uses, among other things, information gathered to develop a national 
consensus on reform priorities. In an interactive framework, IEQ II's approach is as 
follows: 

evaluate the situation, 
analyze the results, 
follow up on these discoveries. 

Within this framework, and to fulfill its mandate to analyze textbook management, the 
AED team chose a process for examining the principles and standards of professional 
practice regarding the evaluation of the administrative process of generally-accepted sound 
management principles. This process is comprised of four stages: operation planning, 
operation organization, examination and analysis of the situation, and editing the report. 
At the end of the study and in accordance with IEQ II's approach, a one-day symposium 
was organized; invited were all of the direct and indirect participants from the public and 
private, national and international sectors concerned with some aspect of textbooks. The 
goal of this meeting was to present the information gathered, to develop a national 
consensus on certain priorities, and to develop the basis for setting up an effective 
textbook management system. 

OPERATION PLANNING 

Planning the team's operation included preparatory work in three phases: defining the 
context and preliminary conditions; assessing the risks; and establishing the extent of the 
mandate. Planning progressed from the signing of the contract in April up until 8 May 
1998. 

The first phase initially consisted of understanding the context of the period aimed at by 
the study, but also the context in which the study was supposed to take place: background 
review; the type and nature of organizations involved; structures; work relations; 
pressures; textbook as product; the book market; the international book industry in 
francophone Africa; the socio-economic situation; the political environment; room to 
maneuver; values conveyed; and management style. The first chapter of the report 
describes the essentials of the context in three points: the socio-economic and political 
context; the educational context; and the textbook context. 

The second phase of planning consisted of being very conscious of the risks that could 
follow from the mandate. Constant teamwork from 11 May and frequent exchanges 
allowed for a brief analysis of future impacts of the operation on the Ministry, diverse 
offices and departments, financial partners, employees, suppliers and regulatory bodies. 
This reflection focused and better objectivized several interviews, particularly with MEPU 
personnel. 
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The third phase of planning the study involved determining the extent of the study. During 
the first week at Conakry, the team re-analyzed the mandate's reference framework and, 
with the mandate, specified the expectations. This stage allowed the work to be focused 
and delimited. Thus, the mission concentrated its information gathering and analysis 
exclusively on elementary schools and middle schools of the first cycle of the secondary 
year of the educational public sector. Thus no comparison with private sector schools will 
be found in this report, nor any data on the textbook situation in the second cycle of the 
secondary year. The team agred to establish the administrative process of book 
distribution and management at the book management committee level in the schools of 
each Prefectoral Direction of Education (DPE) and each Regional Inspectorate of 
Education (IRE). The existence of this process was also established at the MEPU central 
level in the offices and departments involved. The process established included planning, 
organization, administration, process monitoring, process coordination and internal 
monitoring. Simultaneously, the mission verified if, in a general manner, the six principles 
of sound management were respected: transparency, continuity, efficiency, equilibrium, 
equity and abnegation. 

OPERATION ORGANIZATION 

Beginning with the relevant documents that prepared its offer of services, AED began to 
analyze the organizational structure necessary for operation (personnel and budget); the 
team that was formed prepared aids after choosing methods and an outline of the analysis; 
finally, the team began to prepare the organization and logistics for operation. Operation 
organization began in Washington in April and was completed in Conakry on 11 May. 

PERSONNEL 

AED formed a team of five specialists, all of whom have educational sector experience in 
Guinea with different qualifications. Two Guinean experts, Pierre Joseph Kamano and 
Boubacar Bayero Diallo, and two foreign experts, Denis Lacasse and James Toliver, were 
involved during the nine weeks that the study lasted. A fifth foreign expert, Luc Gilbert, 
joined the team during the last two weeks to assist it in analyzing and finalizing the report 
and to prepare and facilitate the symposium. Among these persons, two specialists on the 
Guinean textbook issue should be identified: Pierre Kamano, having already directed the 
Division of Textbooks; and Denis Lacasse, on his fourth mission to Guinea for textbook 
questions. Mr. Lacasse also acted as head of the mission. In addition to this field team, 
Joseph DeStefano, as senior researcher of the IEQ II project, prepared this project, 
recruited team members, ensured technical supervision from Washington and guided the 
team's efforts in Guinea. Additional personnel of twelve data collectors, all Guinean, 
assisted the study's responsible parties for four weeks. Three Guinean computer operators 
worked from 8 to 27 June on compilation, data capture and preparation of the main tables. 

AIDs 

During the first week in Conakry, the team finalized its operating aids and chose the 
questions for its questionnaires. Two questionnaires were prepared: the first was 
addressed to schools and consisted of making a quantitative summary of books and a 
summary of the conditions for conserving and protecting books in the schools (see 
Appendix 3, School Inventory Form). The second questionnaire allowed for the collection 
of the necessary data for analyzing the administrative process of textbook management and 
distribution. This questionnaire directed the exchanges with all the people who were 
interviewed, from management committee members in the schools up to directors of 
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departments and offices in different ministries and in private sector companies (see 
Appendix 4, Questionnaire for Analyzing the Administrative Process of Textbook 
Distribution in Guinea). 

PREPARATION 

The last phase of organization consisted of finalizing the organizational and operational 
logistics details; the allocation of resources; the division of tasks and responsibilities; and 
the establishment of repayment schedules. Guinea's four natural geographic zones served 
to divide up the visits to the country's schools. Each of the four consultants directed a 
team of four people to completely cover the DPEs of the assigned zone. In each 
prefecture, the objective was to visit two middle schools, three urban elementary schools, 
three semi-urban elementary schools (near cities or on the main roads), and three rural 
elementary schools including isolated schools or those that are difficult to access. 

Besides the dates mentioned above, the calendar was as follows: 

11-31 May: 
01-13 June: 
02-15 June: 
11 June: 
15 June: 
16-23 June: 
21 June-l July: 
23 June: 
24 June-4 July: 
26 June: 
2 July: 
6 July: 

visits in the field 
meetings with the ministries and organizations affected 
compilation, capture, preparation of tables, editing 
report on work up to this point 
first draft 
editing, preliminary version of report 
symposium preparation 
file preliminary version of report 
edit final version of report 
meet with USAID and MEPU, commentary 
symposium 
file report, consultants depart. 

EXAMINATION AND ANALYSIS OF THE SITUATION 

The examination of the situation consisted of gathering as many facts as possible from 
existing documents and direct interviews. 

The bibliography, located at the end of this report, establishes the quantity of documents 
consulted. The mission researched policy and procedure manuals; descriptions of tasks 
and posts; budgets by function; departments and activities related to books; agreements 
with book and services providers; annual reports; notes from department and ministry 
circulars; communications to teachers, students and parents; strategy plans; and register 
minutes. 

As for the meetings, if those interviewed in the ministries, NGOs, international 
organizations and private companies are added to the 1469 persons interviewed in the 
school system, more than 1500 persons were consulted as part of this study (see Appendix 
2, Persons Interviewed). 

The dossiers were then organized so as to structure the information and begin analysis. 
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EDITING THE REPORT 

The team shared the work of editing the report after finishing the plan on 1 June. A first 
draft was produced and then discussed parallel to work on the analysis, compilation and 
final meetings that followed. The preliminary version of the report presenting a first 
diagnostic report was filed on 26 June for validation and commentary. Following 
commentary, the team began to develop the recommendations and conclusions and to edit 
the final version of the report. 

THE SYMPOSIUM 

The symposium was part of the IEQ II1AED methodology. It allowed the study's research 
results to be presented to all of the participants who are concerned about textbooks in 
Guinea in various capacities. This presentation is the first phase in appropriating this data. 
Next, from these facts, hypotheses on recommendations were developed by the 
participants, from each one's point of view and reflecting his or her concerns. In a second 
session, sharing ideas produced a consensus on three priorities for each of the stages in the 
textbook management administrative process in Guinea. There was also a consensus on 
the necessity of having a national book policy. At the end of this report is an appendix, 
The Symposium, which presents a complete report of this day. 

The Report 
The report is divided into seven chapters. The first chapter presents the Guinean context 
so that the evolution of book problems will be well understood. Chapter two gives an 
account of book acquisitions since 1990 and shows the administrative process in use each 
time books were introduced into the educational system. Chapter three reports on the 
textbook situation in the 363 schools visited as determined by the data gathered at the time 
of the visits between 11 and 31 May 1998. Chapter four summarizes the quality of the 
textbook management administrative process at the central level. In chapter five, the 
principal strengths and weaknesses reported in chapters two, three and four are 
emphasized. Projections for acts in progress regarding textbooks are explained in chapter 
six. Finally, chapter seven presents a principal recommendation: the urgency of 
developing a national book policy. Other recommendations, qualified as separate pieces, 
are also suggested and will allow decisionmakers to improve the short-term textbook 
management situation in different stages of the book cycle in the educational system. 

N.B. Because the name of the ministries concerned with teaching and education have 
often changed since 1990, the word Ministry will be used in this report to refer to the 
current ministry concerned and will thus designate the ministry responsible for elementary 
and secondary education. 
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1. THE GUINEAN CONTEXT 

An objective analysis of textbook distribution and management in Guinea assumes that the 
overall context in which they are developed, especially the educational context, will be 
taken into account. The Guinean educational system is closely tied to the country's socio
political and economic history. During the past 40 years, the latter has experienced more 
or less spectacular and profound mutations which are expressed at the educational level as 
numerous reforms in the system. The academic administration acts regarding academic 
publishing and access to books have thus very often evolved according to extraneous 
influences. This chapter presents a brief overview of Guinea's socio-political and 
economic history and, in particular, of the evolution of its educational context. 

1.1 The Socio-Political and Economic Context 
An independent state since 1958, the Republic of Guinea is a West African country with 
immense agricultural, hydraulic and mining (bauxite, diamonds, iron, gold, etc.) 
potentialities. Its gross national product (GNP) per capita doubled (UNICEF/GUINEA, 
1997) in a decade, rising from US$300 in 1985 to US$575 in 1995. It has a popUlation of 
7,164,893 inhabitants, of whom 3,668,673 are women (MPC, 1997) and has a demographic 
growth rate of2.8% (BM, 1996). 

Overall, Guinea is one of the least advanced countries and has been under structural 
adjustment since 1985. It is currently among the countries with one of the least advanced 
indicators of human development (lliD) (168th out of 174 countries, in 
UNICEF/GUINEA, 1997). More than 40% of the population (UNICEF/GUINEA, 1997) 
lives below the poverty level; 13% of these in extreme poverty. Life expectancy is short: 
50.6 years; 52 years for women. Infant mortality (113 per 1000) and illiteracy (76%) (WE, 
1996) are high. 

The program of economic and financial reform which was set up as part of the structural 
adjustment is centered around instituting better administrative management. Its objective 
is to create an environment favorable to developing the private sector and to progressively 
reducing state intervention in commercial enterprises. This program resulted in a complete 
transition from a state-controlled economy (from 1958 to 1985) to a market economy (WE, 
1996). It also allowed administration reform; the number of government employees was 
reduced from 95,000 to 52,000, and an annual growth rate of 4% for the gross domestic 
product (GDP) was reached. 

Nevertheless, a fall in the price of mining products, particularly that of bauxite (the main 
export), and a weakness in collecting taxes (despite recent registered results) greatly 
weakened macro-economic eqUilibria. 

The 1984 change in political regime was at the root of significant political changes, 
including the institution of a multiparty system; the adoption by referendum of 
fundamental law; the organization of presidential elections and multiparty legislatures; the 
setting up of republican institutions, and the institution of a private printed press. 
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1.2 Educational Context 

1.2.1 FROM INDEPENDENCE TO 1989 

With independance, Guinea adopted an educational policy based on a system of mass 
education, promotion of national culture, and use of native languages in education. These 
languages, used as teaching vehicles, allowed the primary cycle and part of the secondary 
cycle to be covered in 1984. Production and distribution of academic materials, particularly 
textbooks, were thus ensured by the State. 

During the 1970s, the development of the educational system slowed down principally due 
to the recession, fiscal difficulties in the public sector, and a decline in the quality of 
teaching: (i) a lot of instructors did not have adequate training; (ii) classrooms were not 
large enough to accommodate all school-age students; and (iii) academic materials and 
other academic aids were virtually inexistent (WB, 1996). 

It is estimated that, during this period, the unit cost of a primary school student was only 
0.2 dollar (in IDS-MEPUIFP, 1996). The deterioration ofthe educational system was such 
that the enrollment rate in primary schools went from 33 % in 1979-1980 to 27 % in 1982-
1983 (IDS-MEPUIFP, 1996). 

The army's seizure of power on 3 April 1984 marked an important stage in the history of 
Guinea's educational system because it marks a rupture on all levels. Two national 
educational conferences held at Conakry in May-June 1984 and in April 1985 improved 
the educational system's reform process and allowed for the adoption of important 
measures, including: (i) the reintroduction of French as the language of instruction on all 
study levels in all orders of education and, at the same time, the abandonment of national 
languages (eight) in elementary education and in the first cycle of secondary; and (ii) the 
improvement of the quality of the educational system due to the academic materials 
furnished and the education of instructors. 

In September 1989, Guinea adopted a new educational policy that defined qualitative and 
quantitative objectives to be reached between now and the year 2000. Academic material, 
and especially books, were placed at the center of the reform efforts. It stipulated that: 

Insufficient academic means must be corrected immediately. Thus, monies for operations must 
be increased from GFr 150 per student to close to GFr 1000 without delay. Particular attention 
will be paid to textbooks: the ministry of education must ensure that textbooks are available 
and are reasonably priced for families (MEN, 1989). 

It is important to note that in 1990 the ratio of books/student in Guinean primary schools 
was on average 117, all disciplines combined (INRAP, 1996a). This illustrates, in part, the 
lack of textbooks acquired, but also the level of teaching quality. 

1.2.2 FROM PASE I TO PASE II. 

The year 1990 marks the beginning of the application of an adjustment policy in the 
educational sector that will end in the year 2000. It is within this framework that the 
Education Sectorial Adjustment Programs known as PASE I and PASE II were developed. 
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The principal objectives ofPASE I (1990-1993) were essentially to: (i) restructure 
educational administration and improve the sector's management capacities; (ii) better 
train educational personnel; (iii) increase the percentage of children in full-time education; 
and (iv) furnish textbooks to students. 

Several sponsors contributed to implementing P ASE 1. The most important are USAID 
(US$28 million, or nearly 50% of the program's total financing), the World Bank (US$20 
million) and the Cooperation fran~aise by means of the Support Funds for Cooperation 
(US$9 million), or an overall investment of US$57 million in three years (IDS-MEPUIFP). 

During this period, three principal measures were set up: (i) increasing the portion of the 
national budget allocated to elementary education; (ii) redeploying nearly 1800 instructors 
who were in offices into elementary schools; and (iii) constructing and equipping nearly 
3000 new classrooms. 

This allowed elementary education class size (the principal objective) to increase 
substantially. The gross percentage of children in full-time education increased from 28% 
(in 1989) to 50.5% in 1997 (SSP, 1997a). 

Nevertheless, setting up the measures described above had little impact on equity in the 
educational system (genders, regions, rural and urban areas). 

The growth of academic class sizes did not lead to an improvement in pass rates or 
equalization in the proportion of girls and boys in classes. Between 1990 and 1997, the 
gross percentage of girls in full-time education increased from 19.6 to 35.5% against 
31.8% to 66% for boys (SSP, 1997a and SSP, 1997b). It must be said that certain 
textbooks contain sexist stereotypes unfavorable to girls. But corrections in this regard are 
currently being studied (or are being carried out) by the National Institute of Research and 
Pedagogic Action (INRAP). This being said, educational programs and overall means 
(including textbooks) constitute one of the main ways to eliminate this inequality. 

Superposed on this inequality between the sexes is an interregional inequality. Conakry 
has a gross percentage of children in full-time education of79.7%, compared to that of 
other regions in the country which vary from 36.8% to 54.5% (SSP, 1997a). Inequality 
between the sexes is greater in certain regions than in others. 

It is further noted that in private education, the gap between the sexes is less pronounced. 
Thus, at the level of national averages, for the year 1996-1997, the gross percentage of 
girls in full-time education rose to 35.2% in public schools and 42.7% in private schools 
(SSP, 1997a). 

Finally, the percentage of children in full-time education is numerically less significant in 
rural areas than in urban areas. For example, from 1992 to 1994, urban schools and rural 
schools follow evolution curves inverse to each other, or a continued increase for urban 
schools and a continued decrease for rural schools (MEPUIFPISSP-UNESCO-UNICEF, 
1994). Taking into account the preceding data, it can be assumed that the gross 
percentages of girls in full-time education in rural areas could even decline. 
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In addition to these problems regarding equity, examination results and pass rates reveal 
that the effectiveness of education decreased during P ASE I. Entry examination pass rates 
for the 7th grade decreased from 1990-1991 to 1996-1997 (EDC, 1997). 

To reduce these inequalities while continuing to increase the percentage of children in full
time education and to improve educational quality, the Guinean government published a 
letter on educational policy in 1995. According to the PASE's technical secretariat, the 
Ministry is currently pursuing educational reforms, particularly under PASE IT, which has 
financial support from sponsors: the World Bank (US$42.5 million), USAID (US$20 
million), and the Cooperation fran~aise (US$2 million). Among other things, the reforms 
in progress aim to increase access to education for girls and for children in rural areas, and 
to increase the gross percentage of children in full-time education to 53% in the year 2000 
(EDC, 1997). In this regard, it is anticipated that: the system will be qualified by means of 
research-action; personnel training will be provided; textbooks will be distributed; 
academic health will improve; private education will be promoted; the participation of the 
Association of Parents' Pupils, and Friends of the School (APEAE) will be reinforced; the 
circulation of information will be improved; and the administration of national education 
will be restructured. 

This ministry restructuring has already been completed. There are currently three 
education ministries: the Ministry of Pre-University Education which is responsible for 
elementary education and general secondary education, the Ministry of Technical 
Education and Vocational Training responsible for technical secondary education and 
vocational training, and the Ministry of Higher Education and Scientific Research, under 
whose responsibility the country's institutions of higher learning and research centers are 
placed. 

Nevertheless, staff appropriation in these new structures is not complete at all levels of the 
administration, which necessarily limits personnel efficiency. 

In the action domains at the fundamental levels of educational quality, there is an entire 
series of programs currently being carried out and operations whose organization will soon 
begin (EDC, 1997): 

(i) the French Support Funds for Cooperation through its program "Reinforcement of the 
Guinean Educational System" has undertaken an entire scope of activities, including 
financing the revision of primary programs; 

(ii) the World Bank is financing and/or supporting, among other programs, the 
development and experimentation of instruments for measuring learning within primary 
and secondary schools with a national evaluation system of student learning in Guinean 
schools; the purchase, production and distribution of textbooks to primary school students; 
significant assistance to MEPU's planning efforts (equipment, preparation and production 
of annual statistics, etc.). Moreover, "the World Bank is also the principal sponsor of the 
Basic Education for All Program, currently preparing for the period 2000 to 2010, which 
includes 18 components covering all areas of formal and informal education" (EDC, 
1997); 

(iii) GTZ is organizing a teachers' education program for primary schools in the Labe 
region; 
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(iv) UNICEF is financing the NAFA centers, second chance schools (organization, 
purchase, production, distribution of textbooks); 

(v) ACDI is supporting technical and vocational training, particularly through a large-scale 
reform project that affects the principal components of the educational sector 
(implemented by CRC-SOGEMA, a Canadian consulting firm); 

(vi) the European Union is making multiple contributions to education, particularly the 
purchase and distribution of textbooks for primary education; and 

(vii) USAID, UNICEF, the World Bank, UNESCO and FAWE have also offered support 
to the Committee for Equity of Academic Administration, specifically in the area of its 
research-action activities (causes of access and academic retention inequality between girls 
and boys). USAID's contribution to PASE II principally concerns three distinct areas: 
management, quality and equity. 

Other sponsors, like ADB and OPEC, are assisting in school construction and book 
purchasing within Education Project ill's framework. Currently, there is no coordination 
between these and PASE II's partners. 

For the short and long terms, the Guinean government's orientation and strategy for 
developing its educational system are directly supported by the NFQE program. In the 
recent document, "Guinee 2010," it indicates that its educational objectives are: (i) a 
continuing increase in school enrollment ratios and the literacy program; (ii) attendance 
ratios above current levels; (iii) better teaching and instruction; and (iv) more equitable 
access to education. 

1 .2.3 THE CONTEXT OF THE STUDY 

Since 1990, the educational development program in the Republic of Guinea has 
emphasized improving the system's management and quality of teaching. To respond to 
the objective of improving quality, one of the major components of the program for 
reforming the educational system focused on putting the appropriate academic aids, 
particularly textbooks, at the disposal of students and teachers. In PASE I (1990-1993), 
the textbook component initiated textbook distribution acts acquired as part of the second 
Educational Project financed by the World Bank, at the same time as endogenous 
conception and textbook acquisition acts were being pursued. 

Improving the educational quality registered in PASE II (1994-2000) allowed for 
reinforcement of activities favoring textbooks that were begun during PASE 1. The acts 
include elements of endogenous acquisition, conception and production, as well as 
elements of the distribution and management of textbooks and other written aids. In 
addition to the concern about improving educational quality, equity remains a major 
concern for reforming the system under P ASE I and P ASE II. The concern about equity is 
expressed through the efforts at improving students' access to textbooks. 

During PASE's two phases, the private sector and the NGOs were partners in textbook 
acts. Certain NGOs, like Aide et Action and Plan Guinee, became involved at the textbook 
distribution level in schools, as well as in their management by the communities and the 
schools. World Education is in the process of developing management instruments as well 
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as approaches to teaching APEAE members in the Mamou and Dalaba prefectures. This 
last NGO collaborated in developing models for statutes as well as interior rules for 
certifying APEAEs. Management instruments have been translated into national languages 
for the training implemented by local leaders and local NGOs. 

In addition to the various acquisitions of textbooks, is it useful to note the studies and 
research conducted to improve the quality of the distribution network, increase students' 
accessibility to textbooks, and improve the contents' academic quality, as well as the 
training conducted on management and use of textbooks. In November 1990, to respond to 
the urgent demand to distribute warehouse stocks, the National Pedagogic Institute 
conducted a seminar on the study of Guinea's textbook distribution network aimed at 
decentralized structures of education. In 1991, to support the Ministry's efforts, the NGO 
Canadian Organization for Development of Education (OCED) financed a study on 
textbook distribution in Guinea. The goal of this study was to help IPN plan and organize 
the distribution of 400,000 textbooks in stock since 1989 in the Ministry's warehouses 
(OCED,1991). 

During 1994, several studies were developed due to the interest created by past acts and the 
expectations of students, teachers and the parents of students. In February 1994, USAID 
conducted a partial technical evaluation of acts undertaken since 1990 in elementary 
education (US AID, 1994). The evaluation included a facet on textbooks in order to 
determine the state of the situation, as well as the needs in the sector. In the same year 
(1994), the Ministry published, in collaboration with the Canadian company SOFEG, a 
report on the study of the book industry in Guinea (SOFEG, 1994). The national company 
SOGUIDIP published its study on the project of creating a book distribution and 
circulation network in Guinea (SOGUIDIP, 1994). 

In 1996, the Ministry, in collaboration with Cooperation fran<;aise, conducted a study on 
the use of approved textbooks in the Republic of Guinea's schools which aimed to review 
the situation and to assess the state of textbooks, with the intention of possible 
decisionmaking (INRAP, 1996). In May 1997, the book summit was held at Conakry. 
This meeting, at which the Guinea's book sector participants and partners gathered, was 
intended to be a meeting to coordinate national book policy (INRAP, 1997). In November 
1997, the NFQE project conducted an analysis of Guinea's basic education situation with 
aspects relating to textbooks (NFQE, 1997). 
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2. TEXTBOOKS ACQUIRED AND DISTRIBUTED SINCE 1990 

The numerous contributions of textbooks and other reference books could be mentioned 
without making it the subject of a detailed analysis. Among these contributions, it is 
suitable to mention the gift of ACCT (now the Agence de la Francophonie) of the book 
"The Scribe and the Griot"; the ''African Visual Dictionary, " produced and distributed with 
the financial and logistical assistance of ACDI for a total of four million Canadian dollars 
for the four countries involved in the project (Senegal, Mali, Guinea, Burkina Faso); as 
well as the manuals produced and distributed by the national service of literacy for more 
than 513 million Guinean francs (between 1991 and 1997) with the help of UNICEF, Aide 
et action, and the International Fund for Agricultural Development (FIDA), and brochures 
of official programs for the elementary level printed and distributed with the support of 
USAID. 

From 1989 to 1998, numerous investments in the textbook sector, mainly foreign, have 
allowed for acquisition or production and distribution of significant quantities of textbooks, 
as well as the development of teaching actions for instructors. The textbooks introduced in 
the Guinean educational system from 1989 to 1998 were divided into three periods 
corresponding to the three modes of distribution used by the Ministry during this period. 

2.1 The Period from 1990 to 1993 

2.1.1 TEXTBOOK ACQUISITIONS FROM 1990 TO 1993 

TEXTBOOKS ACQUIRED AS PART OF THE SECOND EDUCATIONAL PROJECT FINANCED BY THE 

WORLD BANK 

In examining the contributions of textbooks during P ASE I and n, it is important to 
understand the relationship between the second Educational Project and P ASE I, as well as 
the contributions of the second Project that were managed by PASE 1. In 1989, while the 
P ASE I agreements were being negotiated, the second Educational Project was reaching its 
conclusion. Previous delays in the project's execution meant that significant funds were 
not used, particularly for the textbook component of the second Project. Instead of 
extending the project, the government and sponsors decided to harmonize the approach to 
reforming the educational sector with that of macro-economic reform. In this context, the 
second project was closed and the remaining amounts were redirected to studies and other 
preparatory activities of P ASE 1. 

The textbook component of the second project, which had experienced delays in its 
execution, underwent an internal reorganization. The plan was to have seventeen titles 
locally conceived and then printed abroad. In 1989, three titles had been produced and the 
project was thus oriented towards buying textbooks abroad. It had acquired four titles, 
while three were conceived locally and printed in Belgium. The following table gives the 
quantities acquired as part of the second Educational Project. 
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Table 2.1 Textbooks Acquired in 1989 and 1990 

Title Level Quantity 
Total Value Year Year 

Unit Price in$US Acquired Distributed 

3rd Grade 3rd 58,239 181,160 1989 1992 GFr 500 
Arithmetic 
3ro Grade 3ra 59,874 82,000 1989 1992 GFr 600 
History 
3ro Grade 3ra 59,714 135,580 1989 1992 GFr 550 
Observational 
Sciences 
CPl Arithmetic 1 sl 90,000 211,300 1990 1992 GFr 1,500 
CP2 French, 2nd 60,000 106,800 1990 1992 GFr 1,500 
Collection 
Ecole et 
Developpement 
CP2 Arithmetic 2na 60,000 158,560 1990 1992 GFr 1,500 
CEI French, 3ra 60,000 178,800 1990 1992 GFr 1,500 
Collection 
Ecole et 
Developpement 

447,827 1,054,200 

Total 

The seven titles distributed during the 1991-1992 school year in the country's elementary 
schools were financed within the second Educational Project framework financed by the 
World Bank. The requests for proposals departments emphasized the printing of three 
locally-conceived textbooks and acquiring the other four titles. The companies were 
retained following an international request for proposals coordinated by the former 
administration of educational projects (now the National Service for School Construction 
and Equipment, SNIES). 

Supported by the presence of a long-term consultant, the process was properly planned, 
executed and managed during the different stages of the production and acquisition 
processes. Operations for the receipt, shipping and distribution of the textbooks had 
considerable gaps, because distributing the books acquired in 1989 did not really begin 
until 1992, despite attempts in 1990 and 1991. 

TEXTBOOKS ACQUIRED WITH THE SUPPORT OF THE COOPERATION FRAN<;AISE 

Following the textbook conception projects conducted by IPN during the second 
Educational Project, IPN's French language section conducted the conceiving and testing 
of a reading language textbook for the 1st grade class of elementary education. In 1992, 
under P ASE I, the Ministry asked the Cooperation franyaise to finance the editing and 
printing of the 1st grade Language-Reading textbook. The textbook thus conceived had to 
be edited by IPN and printed abroad. However, it so happened that the editorial work 
retained by the request for proposals took over the editorial aspect as well as the printing of 
the textbook. 
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Table 2.2 Textbooks Acquired and Distributed in 1992 and 1993 with the Support of the 
Cooperation fran~aise 

Title Level Quantities 
Total Value Year Year Unit Price 

in$US Acquired Distributed 

1st Grade 1 st 120,000 1992 1993 GFr 300 
Language-Reading 
1st Grade 1 st 2,000 1992 1993 0 
Language-Reading 
Guide 
3fO Grade 3fO 60,000 1992 1993 GFr 550 
Arithmetic 
3ra Grade 3ra 30,000 120,000 1993 1995 GFr 1,500 
Civic Instruction 
Total 212,000 

This textbook represents the first one to be locally conceived and produced along with its 
teacher's guide. In addition to producing the 1st Grade Language-Reading Book, the 
Cooperation fran~aise financed the reprinting of 60,000 copies of the 3rd grade arithmetic 
textbook edited by IPN. The printing contract contained a clause that had been executed 
and that was relative to the company's visit by IPN teams during the production activities. 
This visit took place at the company to allow for development ofproficiencies within the 
Ministry. 

Parallel to this, the Cooperation fran~aise negotiated a contract with a private editor, 
SAEC, for conceiving, editing, printing and distributing a civic instruction textbook for the 
3rd grade of elementary school. The contract, for a total of GFr 120,000,000, was 
managed by PASE's Technical Secretariat and the Cooperation fran~aise. The SAEC 
conceived the textbook and had 30,000 copies printed in France. Problems arose when the 
textbook was introduced in the schools. 

The Ministry and the structures responsible for manuscript evaluation were not consulted 
during the conception and editing stages. The evaluation of the printed textbook led the 
Ministry to ask for changes when the 30,000 copies had already been printed and shipped 
to Conakry. The SAEC had to begin manual corrections on the book before providing it to 
private distributors for sale. The result was that coordination between the different 
contributors was not ensured and, moreover, the operation was not controlled. At the level 
of control, it was not possible to follow up on the reinvestment of funds issued for the sale 
of the book to make sure the book sector was conforming to the contract signed with the 
private editor. 

2.1.2 ApPROACHES TO TEXTBOOK DISTRIBUTION FROM 1990 TO 1993 

From 1990 to 1993, two distribution approaches were implemented by the Ministry. 

DISTRIBUTION - SALE OF TEXTBOOKS BY LIBRAPORT NOUVELLE 

In December 1990, the Ministry signed a contract with a private distributor, Libraport 
Nouvelle, which was recently privatized and was responsible for distributing textbooks and 
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other academic documents. This company had a bookstore network in most of the 
country's cities. After privatization, the branches in the prefectures were rebought by the 
company's former employees, who set up their own businesses. The independent 
bookstore network was thus constructed as a private company with national representation 
that signed the distribution contract with the Ministry. 

The contract between the Ministry and the private company included distribution 
throughout the national territory and selling arithmetic, observational science and history 
textbooks for the 3rd grade at the approved prices. The Ministry granted a discount to the 
company for each book sold, with unsold books remaining the Ministry's property. The 
distributor's discount was GFr 210 on the arithmetic book sold at GFr 600; GFr 193 on the 
observational science book sold at GFr 550; and GFr 175 on the history book sold at GFr 
500. 

The private distributor used its branch network in the areas around Conakry (Coyah, 
Dubreka, Fria, Forecariah). It was agreed that the books would never go any farther as a 
60-day delay was anticipated in the contract for sending the books throughout the country. 
The private distributor's inability to serve all the prefectures led the Ministry to break the 
contract. 

Moreover, the conception of the services contract between the National Secretary for Pre
University and Professional Training (SEEPU-FP) and Libraport Nouvelle contained 
significant gaps. The contract between the Ministry and Libraport Nouvelle provided for 
no repayment schedules for the private company. Without repayment schedules, the 
company did not have sufficient constraints to pay the Ministry. Without documents on 
this operation, it was impossible to quantify the textbooks sold and the amounts spent and 
due by Libraport Nouvelle. Another gap in the contract had to do with the private 
company's insurance and the possibility of making demands to a bank in case the company 
refused or was unable to pay. Moreover, the contract reveals that no security had been 
asked of the company for executing the contract. 

The private company's problems with executing the contract, added to its insolvency and 
the Ministry's difficulties in managing and monitoring the contract's execution by the 
private sector, led the Ministry to look for another approach to distributing textbooks that 
had already been in storage for more than a year. 

DISTRIBUTION - SALE OF TEXTBOOKS BY THE MINISTRY AND DECENTRALIZED 

EDUCATIONALSTRUCnTIlliS 

After breaking its contract with Libraport Nouvelle, the Ministry decided to ensure 
textbook distribution by using its own structures: the IREs, DPEsIDCEs, DPSPs and the 
school administrations. The Ministry entrusted the IPN with planning the operation and 
logistical management, while financial management was entrusted to the DAAF. The IPN 
proceeded with packaging the textbooks by prefecture and shipping the packages to the 
DPEs. Each DPEIDCE had to ensure that the textbooks were redistributed between the 
prefecture's different schools and that packages were shipped to each school. 

To verify package shipments, the IPN created and sent delivery forms and textbook 
receipts that had to be signed by the school's principal and copies sent back to the 
DPEIDCE and to the IPN. Shipping procedures were thus performed and the IPN was able 
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to determine the number of textbooks received by each DPEIDCE and by each school. It 
was proven that the textbooks had been sent to the country's schools as attested by the 
centralized acknowledgements of receipt at the DPEIDCE and IPN levels. 

The school principals were responsible for ensuring textbook sales, collecting money and 
ensuring that the funds were sent to the DPEIDCE. The DPEslDCEs were responsible for 
monitoring the process in their area's schools. The DPEslDCEs were responsible for 
monitoring the funds collected by each school, the books sold and the quantities of the 
remaining textbooks. In turn, the DPEslDCEs were in charge of making sure the monies 
were sent to the IREs, as well as the information gathered at the level of different schools. 
The IREs were reponsible for ensuring operations monitoring in their jurisdiction's 
prefectures and for sending information and monies to the central level. 

To ensure textbook distribution, the IPN had asked the schools and the DPEslDCEs to 
report class sizes by level. A form created for this purpose was sent to the different 
decentralized structures. The forms were sent back to the IPN within 1 month and they 
allowed the statistical data for this period to be completed. The data thus obtained allowed 
quantities of textbooks to be sent relative to the schools' class sizes. 

2.1.3 MANAGEMENT OF THE TEXTBOOK DISTRIBUTION PROCESS FROM 1990 To1993 

The two approaches to textbook distribution that were used by the Ministry between 1990 
and 1993 were based on the sale of textbooks to students. For the first time, private 
structures with very little structure were used. These private structures hardly ensured 
efficient textbook distribution and the Ministry's planning structures had not ensured 
sufficient planning of the operation. The result was that textbooks did not get to the 
schools and funds allocated for book sales were not recovered by the Ministry. This first 
experience did not attain the desired results for quality and equity, because the result was a 
loss of books and money. 

The second time, educational structures were used to ensure the distribution and sale of 
textbooks. This last mode of distribution has certainly allowed textbooks to arrive at 
schools. However, the fact that textbooks were sold limited the number of children with 
access to the textbook. In this regard, the determination that significant sums of money 
could not be recouped either at the level of the schools or the level of the DPEs and IREs 
must be added. It was impossible to quantify the results of this operation. This second 
experiment had the same consequences as the first one. Losses of textbooks and money 
were recorded, while children's access to textbooks was limited. 

ELEMENTS OF TIlE MINISTRY'S POLICY FROM 1990 TO 1993 REGARDING TEXTBOOKS 

In the Ministry's educational policy document (September 1989), it is mentioned that "the 
Ministry is working to make the appropriate textbooks available at affordable prices to 
students and parents." This information seems to mean that these textbooks will be sold or 
else a contribution asked of parents. Without administration texts, a multitude of 
interpretations is possible. In the private textbook sector, between 1990 and 1993, it was 
impossible to identify the Ministry's policy elements regarding textbook distribution. 
Changing from one approach to another without preliminary studies is an indication of the 
absence of a policy and of rational elements on which a change in approach would be 
based. The motivation for changes would be based on the desire to take the textbooks out 
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of the warehouses and to get them into students' hands, in response to concerns expressed 
by certain sponsors. The result is that the absence of a textbook sector policy leads to 
changes that are not planned and are not based on any rigorous analysis. 

TEXTS RELATING TO TEXTBOOK DISTRIBUTION 

The only text relating to Libraport Nouvelle's distribution is the contract between the 
SEEPU and Libraport Nouvelle signed in December 1990. The gaps relating to this text 
were emphasized above. The gaps in this text, as well as the absence of other texts for 
monitoring, furthered the lack of follow-up to the operation and the company's 
nonpayment of amounts due. There is no text relating to the monitoring process for 
verifying the quantities of textbooks sold and the amounts recouped. 

At the time the Ministry distributed and sold textbooks, texts explaining the procedure had 
been produced following a study conducted by the OCED (OCED, 1991) at the Ministry's 
request. The documents produced relate to operation planning as well as to the procedure 
for recouping funds from textbook sales. 

PLANNNING 

The planning of textbook activities conducted between 1990 and 1993 was not always 
implemented. Conceiving and editing the seventeen titles had been planned as part of the 
second Educational Project. The result was that only three titles were produced while the 
project was reoriented towards buying textbooks abroad. The other textbooks introduced 
into the system during this period were conceived and edited locally, which naturally 
augmented previous acquisitions. It needs to be determined that these last productions 
were integrated into a national endowment method of elementary education for textbooks. 
The production of the 1st grade Language-Reading book responded to a desire to 
progressively endow the textbook system according to the priorities expressed by the 
Ministry. 

If it is possible to determine the planning elements at the level of different segments of the 
process (acquisition, distribution, use), it is impossible to observe a plan that takes 
responsibility for all of the elements of the process, which led to the books being stored in 
the Ministry's warehouses for over a year before being distributed. Textbook purchases, as 
well as productions during the period 1990-1993, had planning elements that had no 
objective other than having textbooks in the Ministry's warehouses. 

The distribution of textbooks conducted by Libraport was not planned. It was performed 
in responSe to the demands of the moment. However, after this first attempt, the 1992 
distribution by the Ministry's structures was supported by a study conducted by OCED at 
the request of IPN. The study's report and the resulting planning documents allowed IPN 
to clarify the procedure for carrying out the operation and to anticipate the different 
activities of the process. 

ORGANIZATION 

The organization for textbook acquisition and production during this period was able to 
take charge of the program's different activities. The DAAF was prepared, in 
collaboration with the IPN, to negotiate the contracts and to follow up on the entire 
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procedure. As confirmed during the interviews, this was due to the DAAF's abilities and 
the coordination of the Ministry's and the sponsors' structures. 

The distribution conducted by Libraport Nouvelle was not based on effective organization. 
The company's reorganization made the structure precarious and unqualified to take 
charge of an extensive distribution operation. However, the approach used by the Ministry 
was based on a branch structure present throughout the country. The decentralized 
educational structures were able to take charge of distribution operations, as was proven, 
but this was not their role. Organizing book shipment to the schools was satisfactory, even 
if problems arose regarding collecting and recovering funds. Significant sums of money 
were lost and were never able to be recovered and reinvested. 

DIRECTION 

Direction of the acquisition and production operations was taken over by the DAAF, while 
implementation at the conception, distribution and use level was ensured by the IPN. This 
clarity in the mandates of the different structures allowed abilities and allocations to be 
determined without conflict, as well as accountability of the structures. Regarding 
implementation, it was possible to track investments in the textbooks. 

COORDINATION 

The existence of authorities for coordinating the Ministry's and the sponsors' structures 
(pilot committee and follow-up committee) ensured an overall coordination of the different 
contributors in education. Coordination problems arose regarding specific actions. This 
was the case in the lack of coordination between the DAAF, the National Directorate of 
Elementary Education and the IPN on textbook distribution and sale (MEPU-FP, 1993). 
The lack of coordination had negative effects on monitoring and recovering funds. The 
National Directorate of Elementary Education was not involved in the process and the 
DAAF did not have all of the lPN's information for collecting funds, despite satisfactory 
implementation of acts for shipping books. 

MONITORING 

Once the process began, it was difficult, and often impossible, to ensure it was monitored; 
witness the difficulties in collecting funds due to the lack of coordination between the IPN 
and the DAAF. Despite written procedures for internal monitoring, implementation of 
monitoring was not done. It was also difficult to know how many books remained after a 
certain period of sale in the schools. There was no recovery of accounts of the number of 
textbooks sent to ensure that the numbers sent had been received, which means that the 
internal monitoring process was not ensured. Insufficient quantitative data on the 
operation as a whole made it difficult to assess the impact of the operation on the textbook 
sector and indicates a lack of monitoring the entire process. 

Insufficient monitoring caused considerable losses of books and money. They prevented 
actions undertaken during this period from being measured. The following table 
summarizes the situation of the administrative process from 1990 to 1993 regarding 
textbook management and distribution in Guinea. 
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Table 2.3 Textbook Management Administrative Process 

Existence of Existence of 
Documents 

Yes No Yes No 
Ministry of Education Strategy + + 
Texts Relating to Distribution + + 
Planning + + 
Organization + + 
Administration + + 
Process Monitoring + + 
Coordination + + 
Internal Monitoring + + 

Table 3 indicates that the Ministry had no explicit, written strategy for textbooks at this 
time, even though structured acts had been conducted. It was determined that, to distribute 
textbooks acquired during the second Educational Project, and later during P ASE I, the 
Ministry planned distribution operations that were based on decentralized educational 
structures with administration ensured by the lPN. However, monitoring was not ensured 
at all, prompting confusion and enormous losses. Delays in executing the 4th component 
of P ASE I and the problems encountered up until then began to better focus the 
contributors' attention on the textbook issue and the necessity of better-structured 
interventions. 

2.2 The Period from 1994 to 1996 : Distribution - Sale by the 
Private Sector. 

The publication of the study report on the book industry in Guinea (MEPU-FP et SOFEG, 
1994) allowed new light to be shed on the book problem. The study's goal was to provide 
a thorough description of the book industry and to propose scenarios for establishing a 
national book policy. The three strategic options proposed were: (i) maintaining the state 
monopoly on textbooks; (ii) progressively disengaging the book sector from the state; and 
(iii) setting up incentives for developing a national book sector. 

2.2.1 TEXTBOOK ACQUISITIONS FROM 1994 TO 1996 

The illumination provided by the study's results influenced certain Ministry decisions 
relating to textbook distribution. Following publication of the study's results, the Ministry 
oriented itself towards a progressive disengagement from production and distribution in 
favor of the emergence of a national book industry (MEPU-FP and private distributors, 
1994). The report's proposals on the book industry and the numerous management 
problems that appeared during previous distributions led the MEPU-FP to sign a 
distribution protocol at the beginning of 1994 with two local private companies, followed 
by a more specific contract with the lPN. The sponsors involved in the book industry at 
this time were the Cooperation fran~aise and USAID. Signing the protocol with the 
private sector allowed numerous other acts furthering the national book industry to be 
organized. 
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TEXTBOOK ACQUISmONS DURING THE 1994-1995 SCHOOL YEAR 

The Ministry, with the support of USAID, conducted the editorial project focusing on the 
second Language Reading textbook for the 2nd grade as well as its teacher's guide, for a 
total of 80,000 student textbooks and 2,500 teacher's guides. During the same period, the 
Cooperation fran«aise financed the reprinting of the 1 st grade Language Reading textbook 
and its guide as well as the acquisition of other French and arithmetic textbooks for 
elementary education, for a total of 500,000 student textbooks and 12,000 teacher's guides. 
The ACCT (Agence de la Francophonie) had given a set of 31,500 Horizons of Africa 
books to the Ministry intended for 5th and 6th grade students. This book, which did not 
have a teacher's guide, was helped out by a grant from the Agence de la Francophonie to 
the IPN for producing the guide and instructing teachers on how to ue the book. When the 
textbook was being introduced into the schools, IPN's educational team prepared the guide 
in collaboration with the teachers. 

The protocol signed between the MEPU-FP and the private distributors stipulated, among 
other things, that they had to become more involved in taking responsibility for supplying 
the book industry by importing certain textbooks at their own cost. This is how the 
company SOGUIDIP imported and distributed, at its own cost, the CMl and CM2 
arithmetic textbooks, and the CM observational sciences textbooks, all accompanied by 
their teacher's guides. In addition to importing these textbooks, SOGUIDIP financed the 
reprinting and distribution of the 3rd grade arithmetic, 3rd grade history and 3rd grade 
science books. Likewise, the company MA BOUGIE financed the purchase of 25,000 
Horizons of Africa books to complete the stock provided by the Agence de la 
Francophonie. The following table summarizes all of the textbooks introduced into the 
educational system by the Ministry with sponsors' grants and by the private sector during 
the 1994-1995 school year. 

MEPU I USAID I AED July 1998 20 



Table 2.4 Textbooks Acquired and Distributed in 1994-1995 

Title Level Quantity Total Amount Financing PriceinGFr 
in$US 

1st Grade 1 st 100,000 nd FAC 1500 
Language - Reading 
1st Grade 1 st 3,000 19,500 FAC 0 
Language - Reading 
Teacher's Guide 
1 st Grade Writing 1 st 74,550 nd FAC 1000 
Notebook 
CPI-CP2 My New 1st and 3,000 nd FAC 0 
Mathematics Book. 2nd 

Teacher's Guide 
CP1 My New 1 st 80,000 nd FAC 2000 
Mathematics Book 
2ncl Grade 2M 3,000 19,500 USAID 0 
Language-Reading 
Guide 
2na Language-Reading 2na 90,000 32,000 USAID 1500 
CP2MyNew 2ncl 80,000 nd FAC 2000 
Mathematics Book 
CE1 Africa My Africa 3rc1 60,000 nd FAC 3000 
4th Grade Arithmetic 4th 60,000 nd FAC 2000 
3rc1 Grade History 3rc1 25,000 SOGUIDIP 500 
3ra Grade 3rc1 60,000 nd FAC 550 
Observational Sciences 
3m Grade 3m 25,000 250,000 SOGUIDIP 550 
Observational Sciences 
CE2 Africa My Africa 4th 60,000 nd FAC 3000 
CM Horizon of Africa 5th and 56,500 nd FAC 3000 

6th 

CMl My New 5th 40,000 SOGUIDIP 2500 
Mathematics Book 
CM Natural Sciences 6th 25,000 SOGUIDIP 2500 
CM2 My New 6th 40,000 SOGUIDIP 2500 
Mathematics Book 

885,050 321,000 
TOTAL BOOKS 

In addition to the textbook distribution performed between 1994 and 1995, there were also 
distributions of reference books and other documents intended for teachers and/or students. 
These distributions were subsidized by organizations such as UNICEF on the occasion of 
its support for literacy and NAFA centers; and the ACDI as part of its production and 
circulation of the African Visual Dictionary. 

TEXTBOOK ACQUIsmONS DURING THE 1995-1996 SCHOOL YEAR 

The European Community financed the reprinting of the IPN's textbooks as well as the 
acquisition of textbooks on the official list. The stocks thus acquired were ceded back by 
the Ministry to private distributors to be sold at approved prices. The following table 
summarizes the textbooks acquired and distributed during the 1995-1996 school year. 
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Table 2.5 Textbooks Acquired and Distributed in 1995 and 1996 

1st Grade 1 st 20,000 32,000 ED 
Language-Reading 
1st Grade 1 st 10,000 15,000 ED 
Writing Notebook 
2nd Grade 2nd 40,000 104,000 ED 
Language-Reading 
CM Horizon of Africa 5th/6 ID 30,000 180,000 ED 
CMl My New SID 15,000 72,000 EU 
Mathematics Book 
CM Natural Sciences SID and 6ID 20,000 100,000 ED 
CM2 My New 6ID 15,000 72,000 ED 
Mathematics Book 
1st Grade 1 st 15,000 60,000 EU 
Language-Reading 
2nd Grade 2nd 5,000 22,000 ED 
Language-Reading 

170,000 657,000 
TOTAL 

TEXTBOOK ACQUIsmONs DURING THE 1996-1997 SCHOOL YEAR 

During the 1996-1997 school year, the private sector continued its textbook distribution
sale operations, while the Ministry began new acquisitions that would later be distributed 
using local transportation companies; management of stocks would take place at the school 
level. The European Union financed supplementary reprintings and acquisitions in limited 
quantities to respond to students' demands. 

Table 2.6 Quantities of Textbooks Acquired in 1996-1997 and Sold by the Private Sector 

Title Level Quantity Total Amount Financing Sale Price in 
in$DS Source GFr 

CEI Africa My 2nd 20,000 100,000 EU 3000 
Africa 
3rd Grade History 1 st 7,500 42,750 EU 1000 
3fd Grade 3fd 7,500 25,250 ED 1500 
Observational 
Sciences 
CE2 Africa My 4th 4,000 20,000 EU 3000 
Africa 
CM Horizon of 5/6th 10,000 60,000 EU 3000 
Africa 
CM Horizon of 5/6th 100,000 nd AF 3000 
Africa 
CMl My New 5th 5,000 31,050 EU 2500 
Mathematics Book 
CM2 My New 6ID 5,000 31,050 EU 2500 
Mathematics Book 

TOTAL 159,000 310,100 
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The 10,000 copies of the Horizons of Africa textbook acquired with the European Union's 
support proved to be insufficient for the demand. To resolve this problem, the Agence de 
la Francophonie concluded an agreement with the African Company for Publishing and 
Communication (SAEC) for the acquisition and distribution-sale of approximately 100,000 
copies of the Horizons of Africa textbook. 

The Agence de la Francophonie was responsible for acquiring stocks as well as for 
shipping them to the port of Conakry. The SAEC ensured the book's distribution-sale, 
whose price was fixed at GFr 3,000. For this operation, it received a 55% discount on 
books sold, with the remaining of the total going back to the Agence de la Francophonie. 
In certain cases, the SAEC used the services of SOGUIDIP for the Maritime Guinea and 
Upper Guinea zones. As the study continued, the Agence de la Francophonie was still 
evaluating the operation, so we do not have totals for this distribution-sale. However, we 
learned through several representatives that certain copies of the Horizons of Africa book 
were found beyond the borders, in other countries of the sub-region. 

2.2.2 DISTRIBUTION AND SALE OF TEXTBOOKS BY THE PRIVATE SECTOR BETWEEN 
1994 AND 1996 

From 1994 to 1996, the Ministry placed greater emphasis on the approach to textbook sales 
by the private sector. However, sponsors like UNICEF and ACDI used an approach based 
on educational structures. The operations of these financial organizations consisted of 
using the Ministry's structures for performing the distribution of documents produced as 
part of their projects. Financing was granted to structures like the national directorate for 
literacy or CONEBAT to produce and distribute educational documents. They ensured 
production in quantities monitored by the structure and it distributed these documents 
using decentralized educational structures. The sponsor generally limited itself to 
receiving administrative documents of execution as the monitoring element. 

This type of operation, although generally well-planned, could be difficult to monitor at the 
level of execution. It is difficult to assess the quantities actually produced and distributed 
by the central structure that ensures monitoring at the same time. It is desirable to 
dissociate the execution function from the monitoring function so as to ensure proper 
execution of all the activities. In this example, it is difficult, indeed impossible, to ensure 
that the planned activities were performed and that the allotted quantities were sent and 
received by the users. 

By using the educational administrative structures, the sponsors guaranteed the double use 
of resources by paying twice for civil servants' working time, whose mandate was not that 
of distribution. Also, this practice could make it seem that non-professionals could ensure 
distribution. It is easy to determine that such an approach distracts the administration away 
from its real work of educational management, and towards logistical operations. Even 
more, this type of operation affects the implementation of the Ministry's strategy for 
distributing educational material. 

In 1994-1995, the Ministry signed a protocol and a contract with the private sector for 
textbook distribution. Using educational structures to ensure distribution naturally affects 
the private sector's work and appears in a negative way at the level of collaboration 
between the Ministry'S decentralized structures and the private sector (SODTI..., 1995). The 
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use of other distribution approaches represents a failure to increase the volume of 
operations and consequently a slowing down in the private sector's capacity to consolidate 
its position and the Ministry's inability to disengage itself from the textbook sector. 

The protocol signed between the MEPU-FP and the private distributors gave a clear 
indication from the Ministry as to its desire to progressively withdraw from textbook 
distribution. This contract was for two years, renewable (1994-1995 and 1995-1996) and 
consisted of a document on implementing the protocol on specific acts. The two-year 
validity of the signed document allowed the private distributors to continue distribution
sale operations for the 1995-1996 school year. 

The Ministry had acquired textbooks with funds made available by sponsors. These 
textbooks had been ceded back to the two private distributors according to educational 
class size in the zones to be served. The textbooks were given to companies that were 
supposed to sell them at approved prices throughout the national territory. To do this, the 
private companies opened up sale points in all the prefectures and trained agents for 
managing and selling textbooks in the prefectures. To ensure textbook distribution, the 
private companies received a 35% discount on textbooks sold that had been acquired by 
the Ministry. 

In addition to textbooks acquired by the Ministry, the private companies had to acquire 
textbooks at their own cost that they had to sell at prices fixed by agreement with the 
Ministry. This is how SOGUIDIP and Ma Bougie imported more than GFr 250 million 
worth of textbooks. The textbooks were thus shipped to all of the country's prefectures 
and, very often, to a lot of the schools. It would seem that revenue of more than a billion 
Guinean francs were recorded on textbook sales. 

It was impossible to obtain precise information on these sales because the Ministry's 
structures did not follow up on the operation. The private companies had an interest in an 
ineffective follow-up so that they would not have to pay the totals due, on the one hand 
and, on the other, the Ministry's structures are not able to ensure follow-up and 
coordination of operations. It would seem that the private distributors owe sums of money 
to the Ministry. It was impossible to calculate exactly the number of unsold stocks as well 
as the totals due. The questions posed now relate to subsequent payments made by the 
companies, because it appears that the private enterprises paid GFr 120 million to the 
Ministry; what is the state of the unsold stocks that are still the Ministry's property and that 
are in the private distributors' possession? 

The question of INRAP's and DAAF's role relating to the follow-up of the operations 
should be raised to find out who should ensure the follow-up of sales and recovery of funds 
and unsold stocks. This is particularly important after a new distribution approach is 
introduced. It would be desirable to ensure a follow-up of this operation with the goal 
being to assess the sales and to see what the payments to be made are. 

It is evident that textbook distribution and sale by private industry furthered the emergence 
of a national distribution network. The approach also allowed the private sector to become 
interested in taking responsibility for acquisitions so as to limit investments by the state 
and by sponsors. State support over a longer period of time would certainly have 
liberalized the textbook industry and limited operation by the state and sponsors to acts 
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promoting equity. Promoting equity could be achieved by using subsidies to 
disadvantaged areas or to families, or even by setting up a school library with a limited 
number of textbooks. Studies could be undertaken to identify new approaches. 

It needs to be emphasized that, even if the private sector had attained appreciable results in 
two years, its approach has its limits as to the availability of textbooks for students in 
isolated areas and the ability of certain families to pay for books. Equity and access to 
textbooks are, at least in the private sector's structuring, forgotten for the benefit of the 
sector's consolidation. 

2.2.3 OPERATIONS OF NGOs IN THE TEXTBOOK SECTOR 

The operation of NGOs, particularly Aide et action, was very important in setting up 
community participation approaches for textbook financing and management at the school 
level. Aide et action assisted in acquiring and circulating textbooks in the Fria and 
TeIemeIe prefectures. Their approach consisted of buying textbooks from distributors in 
Conakry and transporting them to the schools. The schools were supposed to set up a 
functional association of students' parents and be trained in management by the NGO. The 
books delivered to the school were managed by APEAE and each student had to pay a 
third of the book's total price annually, so as to recover the funds spent after three years. 
This approach made parents aware of book issues, the APEAE's management training and 
the reinforcement of community structures. 

2.2.4 MANAGING THE TEXTBOOK DISTRIBUTION PROCESS 

From 1994 to 1996, textbook distribution used the private sector and the sale of books to 
families. The textbooks were subsidized by the Ministry, which wanted to disengage itself 
from the sector and put into place a national private sector. The management and limited 
organizational capacity of the Ministry's structures, added to the unplanned changes in the 
distribution strategy, prevented a lasting operation of the process. 

ELEMENTS OF THE MINISTRY'S POLICY FROM 1994 TO 1996 REGARDING TEXTBOOKS 

The draft theory as well as the contract are the documents that define the Ministry's 
positions regarding textbook distribution. The Ministry, in announcing its disengagement 
from the textbook distribution sector as well as its intention to support the emergence of a 
national private sector, clarified its positions in this regard. These positions could possibly 
serve as elements for a book policy. Moreover, these Ministry positions allowed private 
distributors to obtain the support of the Cooperation fran~aise in the form of a loan that 
helped to buy communication material and rolling stock to ensure contact with the open 
branches in the country's interior and in different prefectures. 

TEXTS RELATING TO TEXTBOOK DISTRIBUTION 

The protocol of understanding between the MEPU-FP and the private distributors, as well 
as the other documents on implementation that followed from it, are the documents on 
which textbook distribution is based. The private sector developed documents on 
planning, training and management. These documents were certainly useful in 
implementing activities. 
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PLANNING 

The general planning of the process was ensured jointly by the IPN, the National 
Directorate of Elementary Education, PASE's Technical Secretariat, the Ministry's Cabinet 
and private distributors. The division of tasks and responsibilities among the Ministry and 
the companies was established, as well as a repayment schedule for carrying out activities. 
The planning documents covered all activities regarding the operation, including 
acquisition, distribution and training teachers to use the textbooks. 

Planning the distribution operations for each of the areas was ensured by the private 
companies with approval to be obtained from the Ministry before beginning operations. 
An activity planning manual for each company, which included training branch personnel, 
was developed. A manual for executing distribution operations made it possible for 
different companies and the Ministry to exercise control over the activities. 

ORGANIZATION 

Private companies ensured the setting up of an organization to take responsibility for 
different activities. They set up a network of branches in the prefectures in order to be 
closer to schools and the students. The branches were responsible for ensuring contact 
with rural schools. During the two years of the distribution-sale, it was difficult, in certain 
cases, to serve the rural schools. However, the companies offered a discount to schools 
that came to the points of sale to buy supplies. 

ADMINISTRATION 

Administering the implementation of activities was ensured jointly by the private sector 
and by the Ministry's structures. The mandates were divided in a clear manner that 
avoided ambiguities and conflicts during execution. The distribution companies ensured 
the administration of field operations, while the Ministry had to ensure monitoring of the 
proper execution of the entire process. The problems noted relate to how the Ministry 
executed its monitoring tasks. As was already mentioned, the monitoring activities were 
not performed and gaps still exist in recovering the Ministry's monies and textbook stocks 
that belong to it. 

COORDINATION 

Meetings on a bimonthly basis or at the request of one of the two parties (Ministry or 
companies) ensured an external coordination of operations. The accounts of the meetings 
and the reports presented attest to the collaboration and cooperation between the different 
partners for the operations' success. The private distributors spent an initial amount of GFr 
120 million following the first year of distribution. It appears that these amounts were 
reinvested in training teachers on how to use the textbooks. 

Aspects relating to the coordination of all the textbook distribution operations, as well as to 
monitoring implementation to follow through on the industry, was lacking. The Ministry 
and the private companies had periodic meetings to settle questions about performing 
activities. However, coordinating the Ministry's structures, particularly the DAAF and the 
IPN, was not done as it was supposed to be. It is this gap that continues to have 
consequences for collecting funds and finalizing the operation. 
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The lack of coordination is also evident in the follow-up of the Ministry's activities in the 
textbook sector. The use of several distribution approaches by the sponsors was possible 
because of the lack of coordination or insufficient circulation of information. ACDI used 
Ministry structures to ensure the circulation of the African Visual Dictionary, while 
UNICEF used CONEBAT to produce and distribute manuals intended for NAPA centers. 
Previously, FAC and the World Bank had done as much. Combining the structures for 
monitoring and for production led to a lack of transparency that did not allow for effective 
work. Very often the monitoring procedures were not explicitly expressed and rarely were 
they written. Moreover, we saw no legal text authorizing the Ministry or one of its 
departments to receive revenue directly. Nor did any procedure seem to indicate the 
reallocation of these revenues. The sponsors, by using public services whose role is not to 
settle their distribution or material production problems, ended up supporting the public 
sector in activities that normally were supposed to revert to the private sector. 

MONITORING 

Implementing the process as well as internal monitoring were ensured by the private sector 
following the management textbook developed by the distributors and ratified by the 
Ministry. It was possible, due to monthly monitoring of the network, to detect 
management problems and to provide solutions. The process of implementing distribution 
was explicitly described and communicated to all of the contributors so as to limit possible 
misunderstanding and confusion about the allocations of the participants. Internal 
monitoring and communication established for within the organization as well as for its 
external partners allowed for good internal coordination of operations. Monitoring the 
process was lacking because the Ministry structures responsible for ensuring it did not 
comply, despite the existence of monitoring procedures for activities. 

The administrative process that the Education Ministry used during 1994-1996 for 
textbook distribution and management is summarized in the following table. 

Table 2.7 Textbook Distribution and Management Administrative Process for 
1994-1996 

Existence of Existence of 
Documents 

Yes No Yes No 
Ministry of Education Strategy + + 
Texts Relating to Distribution + + 
Planning + + 
Organization + + 
Administration + + 
Process Monitoring + + 
Coordination + + 
Internal Monitoring + + 

Table 7 indicates that the different stages of the management process were planned, even if 
they were not all conducted. Problems appeared in external monitoring throughout the 
process and in coordinating the Ministry structures responsible for executing the activities. 
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During the 1995-1996 school year, another approach to distribution was defined during the 
negotiations for the credit agreement between the government and the World Banle This 
new approach, which will be described later, was by its nature contradictory to the idea of 
the Ministry's disengagement from the distribution sector. The private distributors saw the 
protocol and contract unilaterally broken and without prior consultation, which 
discouraged private initiatives in the matter. It is useful to emphasize that the idea of a 
new distribution approach was advanced and adopted without the first one being evaluated 
and without examining if it was a good idea to change it. It would have been desirable to 
evaluate the first approach and then to have meetings to examine if changes were desirable 
and what direction to take. 

2.3 1997 and 1998: Textbook Rental by Management 
Committees 

In 1996, the PASE IT credit agreement with the World Bank came into effect and the 
Ministry began acquiring textbooks for the first cycle of secondary. These textbooks were 
distributed using local carriers and stocks were managed at the schools by management 
committees created for this purpose. From 1996 to 1998, textbook acquisitions were 
financed by two sources, the World Bank and the African Development Bank. The 
acquisitions carried out by these two financing sources also had different procedures for 
negotiating contracts. The textbooks financed by the World Bank's credit agreement were 
acquired following an international invitaton to tender, while those financed by the African 
Development Bank were acquired following a direct agreement between the Ministry and 
the sponsor. 

2.3.1 TEXTBOOK ACQUISITIONS FROM 1997 TO 1998 

TEXTBOOK ACQUIsmONS UNDER WORLD BANK FINANCING 

The textbooks acquired in this way are for the first cycle of secondary and cover the 
fundamental disciplines which are French, mathematics, natural sciences (biology) and 
physical sciences (physics and chemistry). These textbooks were acquired following an 
international request for proposals managed jointly by PASE's technical secretariat, 
INRAP and the Administration and Control of Big Projects (ACGP). Two requests for 
proposals were issued. The first related to textbook acquisitions and the second to 
shipping textbooks from the Ministry's warehouses to schools or prefectures. The records 
of the requests for proposals were examined by the World Bank and received a notice of 
non-objection before they were published. The textbooks thus acquired are indicated in the 
following table. 
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TEXTBOOK ACQUISmONS UNDER AFRICAN DEVELOPMENT BANK FINANCING 

a. Supplementary Acquisitions For the First Cycle of Secondary 

In addition to the textbooks purchased for secondary with funds issued on World Bank 
credit, the Ministry bought similar titles in mathematics, French and physical sciences on 
FAD credit from the African Development Bank. The first batch of textbooks purchased 
on FAD credit supplemented those acquired previously. While the textbooks acquired on 
World Bank credit were done so by an international request for proposals, those acquired 
on FAD credit were done so following a direct agreement between the Ministry and the 
supplier. The quantities oftextbooks acquired on FAD credit are presented in Table 2.9. 

Table 2.8 Textbooks Acquired Under the Credit Agreement with the World Bank and 
Distributed in 1996 and 1997 

Title Level Quantity Total 

French 7Ui, Le manguier 1" 39,830 
French gill, Le manguier If'' 32,350 
French 9Ui, Le manguier grIt 27,361 
French lOUi, Le ](j" 24,903 
manguier 
Mathematics 7Ui Grade 1" 39,830 
Mathematics 8ill Grade 8''' 32,350 
Mathematics 9ill Grade gr" 27,361 
Mathematics 1 OUi Grade ](j" 24,903 
Physical Sciences 6Ui 7'" 39,830 
Physical Sciences Sill If'' 32,350 
Physical Sciences 4ill gr" 27,361 
Physical Sciences 3((\ ](jh 24,903 
Natural Sciences 7Ui 1" 39,830 
Natural Sciences gill 8''' 32,350 
Natural Sciences 9Ui grIt 27,361 
Natural Sciences lOill ](j" 24,903 

497,776 

TOTAL 
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Table 2.9 Textbooks for the First Cycle of Secondary Acquired on FAD Credit 

Title Level Quantity Total inFF 

French 7U1, Le manguier 7U1 2000 57900 
French 8U1, Le manguier 8U1 1500 43425 
French 9th, Le manguier 9th 1500 44925 
French 1 Otll, Le lOtll 7000 209650 
manguier 
Mathematics 7U1 Grade 7tll 2000 42040 
Mathematics 8th Grade 8th 1500 31530 
Mathematics 9tll Grade 9th 1500 31530 
Mathematics lOID Grade 10tll 7000 147140 
Physical Sciences 61n 71n 2000 64520 
Physical Sciences 5tll 8tll 1500 51165 
Physical Sciences 4ID 9ID 1500 55710 
Physical Sciences 3ra lOin 7000 291480 

Total 36000 107015 

b. Textbook Acquisitions for Elementary Education 

In addition to acquiring supplementary books for middle school, FAD credits allowed a 
batch of textbooks for elementary education to be purchased, for French and civic 
instruction, as well as history and geography textbooks for middle school. As with the ftrst 
contract, the second, under the African Development Bank credit agreement, was done by 
direct agreement between the Ministry and the supplier. The following table gives an 
overview of the quantities of textbooks in this batch. 

Table 2.10 Textbooks Acquired Under the Credit Agreement with FAD and Distributed 
During the 1997-1998 School Year 

Title Level Quantity Total in FF Unit Price in FF 

French 1 st Grade, Le flamboyant 1 st 140,000 2,730,000 19.5 
French 2nd Grade, Le flamboyant 2nd 130,000 2,567,500 19.75 
French 3m Grade, Le flamboyant 3TO 120,000 2,400,000 20 
French 4 tll Grade, Le flamboyant 41n 110,000 2,249,500 20.45 
French 5ID Grade, Le flamboyant 5tll 90,000 1,867,500 20.75 
French 6ID Grade, Le flamboyant 6U1 84,960 1,780,750 20.95 
History/Geography 7tll 71n 58,000 1,966,200 
History/Geography 8ID 81n 47,000 1,668,500 
History/Geography 9ID 9ID 40,000 1,660,000 
History/Geography 10tn lOin 37,000 1,720,500 
Civic Instruction 3rd & 4th Grade 3/4th 320,000 6,368,000 19.9 
Civic Instruction 5ID & 6U1 Grade 5/6tll 250,000 5,250,000 21 

Total 1,426,960 32,228,450 
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It is appropriate to remark that on FAD credit, transactions totalling FFr33,299,860 were 
passed by direct agreement between the Ministry and the suppliers. 

2.3.2 SHIPMENT OF TEXTBOOKS BY THE PRIVATE SECTOR AND RENTAL OF TEXTBOOKS 

During the 1995-1996 school year, credit agreements with the World Bank and the African 
Development Bank were implemented. Fulfilling the textbook component in these two 
projects allowed acquisition of significant quantities of textbooks for both elementary 
education and middle school. These textbook acquisitions reoriented the Ministry's 
textbook strategy that had been developed up until then. From the distribution-sale 
ensured by the private sector, the Ministry moved on to distribution using private carriers 
to ship stocks and management of stocks in the schools by a management committee 
created for this purpose (Circular No. 0490IMENRS/CAB/97). 

The Ministry signed contracts with foreign suppliers who had the textbooks shipped to the 
Ministry's warehouses in Conakry. As followed the receipt of ordered stocks, the Ministry 
moved on to other contracts for shipping textbooks to urban schools and main places in the 
sub-prefectures. Textbook management committees composed of students' parents, 
teachers and members of civil society were supposed to receive the textbooks at the school. 
In numerous instances, it was the teachers who received the textbooks, sometimes without 
verifying the quantities received. In other cases, it was the sub-prefects or the DPSPs who 
received the textbooks and who alone signed four times on the invoice for receipt of the 
textbooks. 

It should be noted that quantities of textbooks did not arrive at their destinations, even if 
invoices were signed by the addressees in some cases (particularly in Middle Guinea). The 
carriers arrived at the schools without informing the DPE and asked the school principals 
to receive the textbooks at night so that they could continue. The DPE's lack of 
supervision in receiving textbooks was a result of insufficient communication between the 
Ministry and the DPEs. The latter were not informed of the textbook delivery program and 
when the carrier arrived to see the DPE, managers accompanied the carrier and helped to 
monitor deliveries. 

As yet, there has been no evaluation of the shipping and delivery of textbooks done by the 
Ministry. However, monitoring is urgent, especially when one knows that only 1 DPE in 
eight in Middle Guinea knows the quantities of textbooks delivered to its schools. It is 
impossible in these conditions to ask the DPE to monitor textbook management in the 
schools. There is also the concern about schools in an incomplete cycle that received 
textbooks which could be unusable in the next three or four years if a redistribution at the 
DPE level is not done. Urgent measures must be taken so that the DPEs know the exact 
quantities of textbooks received at the schools, as well as the need for internal 
redistribution to be performed. 

The distribution problems noted also relate to the quality of the statistical information that 
was used. Textbook orders carried out in 1996 based on 1995-1996 statistics led to 
acquiring textbooks that were not delivered until 1997. The SSP sent data to INRAP that 
was hardly reliable which resulted in insufficient quantities of textbooks being shipped or 
for inadequate levels in the case of schools in incomplete cycles. The absence of planning 
and of credible estimates led to difficult consequences for managing in the field. Textbook 
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distribution for middle schools was completed while distribution at the elementary level 
continues. 

In both cases, the management committees did not receive instruction in management or 
even appropriate information on the process of renting and managing funds. To this day, 
the amounts to be paid in case of loss have not been sent, nor has it been indicated where to 
obtain the textbook because it was mentioned that, in case of loss, the textbook has to be 
replaced. However, the only stocks of these books in Guinea are the property of the 
MEPU. Currently, making people aware of the preservation and care of textbooks has 
negative effects in the field. In numerous instances, parents refrain from renting books to 
avoid losing them. When they agree to pay GFr 1,000, they keep control of the book 
without letting the child have access to it and then turn it in intact at the end of the year. In 
these conditions, the objective of access to books is not reached, despite the books being 
nearby. 

The mission noted that, in certain secondary schools, school administration prevented 
students from taking examinations at the end of the year because they had lost a book. 
Already parents were asking themselves: why rent books if their children were being 
prevented from graduating to the next class? It would be better for them not to have books 
and to possibly be able to take examinations at the end of the year. They are more likely to 
be successful without books than with books that prevent them from sitting for 
examinations. It is urgent that heightening awareness and information on textbook 
management be centralized so as to put the objective of book access and equity in the 
forefront. Currently, the type of information and the constraints of the distribution/rental 
system impedes accessibility to textbooks and their use by students. Improving teaching 
quality and equity also suffer. Correcting this can be done rapidly and results easily 
obtained by acts that are sustained, well-planned and meticulously conducted. 

2.3.3 NGO OPERATIONS 

During 1997-1998, NGOs were active in reinforcing community structures. They were 
involved in consolidating the APEAEs' structures and their legalization, as well as in 
training members in management. Four NGOs were particularly active in the field: Plan 
international Guinee in some of Guinea's forest prefectures, Save the Children in Upper 
Guinea, World Education in Middle Guinea and Aide et action in Lower Guinea. 

Aide et action was especially involved in collecting textbook monies via community 
management over a three-year period. The communities had begun following the strategy. 
However, the introduction of the textbook rental system at GFr 1,000 compromised the 
chances for pursuing this act. It would have been desirable to implement consultation 
mechanisms between the contributors so that the sponsors could take into account the 
NGOs' field experiences. 

World Education's experience allowed, for the first time, the APEAEs (of Mamou) to be 
provided with statutes and internal regulations for their operations. This NGO was 
involved in instructing APEAE members in the national language. It would be desirable to 
use the experiences of all of these organizations to reinforce the training of management 
committees that the Ministry is currently developing. The advantage is in the practical 
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approach developed by the NOOs and in the fact that a routine and trust have been 
established between the communities and the NOOs. 

2.3 4 MANAGEMENT OF THE TEXTBOOK DISTRIBUTION PROCESS IN 1997 AND 1998 

The approach used during this last period is based on the possibility of setting up a fund for 
repairing and replacing textbooks by school. With a total of OFr 1,000 per child per year 
and taking into account the costs for opening accounts and possibly additional needs, this 
amount can in no way serve to replace stocks. Thus the Ministry's and sponsors' 
operations need to be considered in a period of three to five years corresponding to the 
length of the textbook's life. Strategic choices are essential: are the Ministry and its 
sponsors willing to continue indefinitely financing the textbook sector? If not, it is 
imperative to research other approaches for collecting funds, as successfully considered by 
Aide et action. Failing this, one could consider private companies taking charge of the 
sector and progressive disengagement by the State. 

ELEMENTS OF THE MINISTRY'S Pouey IN 1997 AND 1998 REGARDING TEXTBOOKS AND 
TEXTS RELATING TO DISTRIBUTION 

The existence of official texts about the Ministry's approach in the textbook sector could 
not be established until the 1st circular directing the creation of committees for managing 
and renting books at the school level (see Appendix 12). The text requests the opening of 
an account at the level of each Regional Inspectorate of Education to pay by banker's order 
the amounts collected in the schools. This instruction is contradictory to the management 
process for funds from textbook rental which is described in the management textbook 
used during the training of management committee members. The training document for 
textbook management published by INRAP in April 1998 describes a process for opening 
an individual account for each school. 

In 1997 and 1998, three circulars were published regarding the management committees. 
The first one (No 04901MENSRfCAB/97) concerned the management committee for 
middle schools, the second one (No 0261MEPU/CAB/98) related to the management 
committee for elementary education establishments, and the third one (No 
0871MEPU/CAB/98) was a reminder of the instructions for management committees. The 
composition of the management committee contained in the last circular is harmonized for 
the middle school and elementary levels. To avoid possible confusion about setting up 
management committees, it would be desirable to clarify the cancellation of previous 
instructions on the composition of committees. 

PLANNING 

Planning and organizing elements exist, as evidenced by the documents on textbook 
acquisition and management committees. However, aspects on implementation, 
coordination and monitoring are lacking as can be inferred from the confusion about 
management committee structure and procedures for following up on monies collected. 

The examination of acqusitions planned by credit agreements testifies to the existence of 
certain planning elements. However, the differences observed in acquisition procedures, as 
well as the titles acquired on the two credits, reveal a lack of coordination in the textbook 
sector's activities. The purchase of supplementary stocks of certain titles would be due to 
insufficient planning that would not have taken into account projections of class size. 
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ORGANIZATION 

The organizational structure set up to take responsibility for activities on textbooks is 
localized in several areas. INRAP affirms its mandate on the aspects of conceiving, 
editing, producing, distributing and instructing teachers about utilization even though the 
charter does not clarify it at all. None of the aspects cited appear in INRAP's charter. 
SNIES provides management of ADB credits and, as such, conducts the transactions on the 
textbooks acquired with these credits. P ASE's technical secretariat manages the World 
Bank funds and, as such, coordinates the transactions of textbooks acquired with these 
credits. The DAAF, which is the national structure appointed for negotiating contracts, is 
only slightly involved in the procedure. Under these conditions, it is easy to see a lack of 
coordination and poor use of resources. 

ADMINISTRATION 

The situation regarding the administration of operations reflects the organizational 
problems posed to the MEPU. The responsibility for negotiating contracts and for 
managing requests for proposals are at different levels. There is competition between 
structures that should be complementary. Confusion is conveyed by the incompetence of 
the system's management structures and by the difficulty of taking concerted and planned 
act. It is this state of affairs that has allowed contracts to be signed by direct agreement 
between the supplier and the Ministry on batches of textbooks that cost more than FFr32 
million, contrary to all of the relevant legal texts that specify the necessity of obtaining the 
president of the republic's signature for transactions of this amount. The necessity of 
coordinating contributors and operations is crucial for lasting activities in the textbook 
sector. Responsibility is incumbent upon all of the actors: sponsors, the public sector and 
the national private sector. 

COORDINATION 

Regarding the lack of coordination and operations administration in the book sector, it 
should be noted that INRAP's fundamental texts do not provide for a textbook distribution 
structure. The only allocation for distribution that devolves to INRAP has to do with 
circulation of educational documents for instructors and other Ministry employees, which 
is likely to result in a lack of coordination of textbook distribution and management 
activities, as well as activities regarding internal monitoring and the entire process. Also, 
the lack of consistency in textbook acquisition procedures reflects the lack of coordination 
of operations. 

MONITORING 

It is difficult to consider effective monitoring in a situation lacking coordination and 
operations administration. The success of activities demands, whatever the company, a 
restructuring of the structures involved as well as a definition of the roles and mandates of 
the contributors. The gaps mentioned necessitate the implementation of aids that promote 
coordination and complementarity of acts. A national book policy is likely to offer this 
possibility. 

Table 2.11 summarizes the situation of the Ministry's textbook administration process 
distribution and management during 1997-1998. 
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It is useful to note that in the absence of an explicit sector policy, the changes in the 
Ministry'S strategies were implemented at the same time that financing sources changed. 
One is entitled to assume that other changes could occur as soon as the present financing 
sources change. This state of affairs leads to the assumption that the changes are not 
planned. One could assume that these changes are rooted in an inability to manage the 
current approach due to a lack of explicit procedures and coordination of contributors in 
the textbook sector. The large quantities of textbooks whose introduction is planned, as 
well as the significant numbers to be managed, necessitate a precise textbook policy that is 
accepted by everyone, as well as structures and mechanisms for implementing this policy. 

Table 2.11 Textbook Distribution and Management Administrative Process for 
1997-1998 

Existence of Existence of 
Documents 

Yes No Yes No 
Ministry of Education Strategy + + 
Texts Relating to Distribution + + 
Planning + + 
Organization + + 
Administration + + 
Process Monitoring + + 
Coordination + + 
Internal Monitoring + + 

From 1990 to 1998, three approaches were used for distributing textbooks. The first used 
the Ministry's structures for distributing textbooks to be sold to students. This approach 
allowed textbooks to arrive at the schools, but not all students could buy the books. 
Significant losses of textbooks and money were recorded. The textbooks that are the 
property of families are gradually withdrawn from the academic circuit. 

The second approach used the private sector to supply grants for textbooks acquired by the 
Ministry and to sell the textbooks to families. The approach furthered the emergence of a 
national private sector for distribution, to transport the textbooks to all of the prefectures, 
and to further the spirit of parents' investment in their children's education. It had limited 
results on equity and access to textbooks. However, this approach should be evaluated to 
better appraise its impact on education and on the book sector. It has been used since 1982 
in Ivory Coast and gives noticeable results regarding access. 

The third approach is to use a network of carriers to ship books to prefectures and schools 
and a management committee to organize book rental to schools. This approach also 
allows shipping books to schools. However, current experiences do not allow results to be 
obtained regarding equity and access to books. This model is used in Burkina Faso where 
it seems to have noticeable results due to the organization set up to support distribution 
efforts. 
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2.4 The Ministry's Budget Regarding Textbooks 
Examining the educational budget from 1991 to 1997 reveals that a budgetary line for 
textbooks did not exist. Items for expenditures that could have been useful for certain 
activities in the textbook sector, such as activities for instructing teachers, are treated under 
the rubric "Various Unforeseen Expenses" (Chapter 38, article 3831 ofthe Ministry's 
budget). 

From 1991 to 1997, it was impossible to identify a financial contribution from the state's 
budget for the textbook sector, which indicates that all of the investments and other 
expenses made were from external sources consisting of gifts or loans. Under these 
conditions, the Ministry would do better to entrust investment to the private sector and 
disengage itself completely. 

2.5 Summary of Approved Textbooks Introduced in the 
Educational System from 1989 to 1998 

The following table summarizes all of the approved textbooks introduced into Guinea's 
educational system from 1989 to 1998. 

Table 2.12 Summary of Textbooks Donated from 1989 to 1998 
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Graph 2.2: Textbook Contributions by Educational Level 
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The result is that nearly 4 million textbooks intended for elementary education students 
and for students in the first semester of secondary education were distributed between 1990 
and 1998. These contributions of textbooks are estimated at nearly US$15 million, or a 
contribution of nearly US$2 million per year. This contribution should be considered as 
very substantial for a population of less than 750,000 students. 

Between 1990 and 1993,630,000 textbooks were contributed for elementary education 
students through financing by the World Bank and by the Cooperation fran~aise. From 
1994 to 1996, a total of 1,250,000 textbooks intended for elementary education studetns 
were contributed. During the third period studied, from 1997 to 1998, nearly 2 million 
books per student were introduced for elementary education and middle school. Of the 2 
million books recently introduced, approximately 700,000 textbooks are intended for the 
first cycle of secondary and the 1,300,000 other copies for elementary education. Up until 
now, there have been no contributions of textbooks for high school. 

Contributions of textbooks are not made each year in a sustained and continual manner. 
Periods of scarcity were observed during the 1990-1998 period. Nearly 50% of approved 
textbooks were introduced between 1990 and 1996, with the remaining 50% introduced 
during 1997 and 1998. The tendency currently being observed regarding investment in 
textbooks should be encouraged and supported. However, major changes are necessary to 
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ensure that the structures for conceiving, producing, distributing and monitoring play their 
roles effectively. It is at this price that viable and durable activities can be considered in 
the book sector. In such planning, it would be desirable to consider proper acts for 
furthering the emergence of a national sector capable of taking responsibility and whose 
objectives would be compatible with those of improving quality and equity sought by the 
Ministry. 
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3. THE SITUATION IN THE SCHOOLS VISITED 

The data contained in this chapter have been collected directly by the MEPUIUSAID 
research team using a sample of 9.1 % of the public elementary schools and 28.6% of the 
public secondary schools of Guinea. The visits to the schools took place between May 11 
and May 31 of 1998 and covered all the Regional Inspectorate of Education. 

Table 3.1 Visits to the Schools provides a chart of these proceedings, including the 
breakdown of schools by type of establishment and by the IRE. 

Table 3.1 Visits to the Schools 

TYPE OF ESTABLISHMENT 

IRE Schools Persons Class SizeS High Urban Semi-Urban Rural 
Visited inter- School Elementary Elementary Elementary 

viewed 
DCEDixinn 9 21 9,555 1 8 0 0 
Boke 49 245 22,931 10 15 14 10 
Faranah 41 137 16,784 8 12 11 10 
Kankan 58 148 19,732 11 15 15 17 
Kindia 36 111 14,007 8 13 7 8 
Labe 62 336 18,982 14 16 9 6 
Mamou 39 244 16,676 9 15 9 6 
N'Zerekore 69 227 27,295 11 19 18 21 
Totals 363 1,469 146,032 72 113 83 95 
Statistics for 3,448** 700,283** 252** 3,196 
1996-1997* 
% covered by 10.52% 21.04% 28.57% 9.11% 
the Study 
* Source. SSP, 1997b and 1998 ** Includmg High Schools 

With the intent of presenting the current situation of the textbook administration system 
in the schools of the formal education sector, the data collected during these on-site visits 
have been regrouped and analyzed using the following six subheadings: (i) The 
accessibility of the schools; (ii) textbook preservation; (iii) textbook management 
committees; (iv) the textbook rental system; (v) the participation of NGOs; (vi) textbook 
inventory in the schools. 

3.1 THE ACCESSIBILITY OF THE SCHOOLS VISITED 

Travel times and the means of access to the schools when the textbooks were delivered 
were important variables to consider. Table 3.2 "The accessibility of the schools visited" 
identifies, for each IRE: the average distance between the various schools visited and the 
direction prefectorial de l'education (DPE); the average time as percentage of an hour to 
travel that distance; the surface of the road; and the means of access used by a 
distributor/transporter. 
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Table 3.2 The Accessibility of the Schools Visited 

IRE Number Average Average Paved 
of distance travel time road Schools from the as part of 

DPEin km an hour 
DCEDixinn 9 2.0 0.5 8 
Boke 49 20.9 0.5 20 
Faranah 41 17.9 0.4 20 
Kankan 58 22.7 0.6 9 
Kindia 36 11.2 0.3 22 
Labe 62 14.1 0.9 8 
Mamou 39 14.2 0.5 15 
N'Kerekore 69 25.8 0.7 14 

Chapter 3 
The Situation in the Schools Visited 

Access throu~h 
Any vehicle All-terrain Onioot 

vehicle 

8 0 1 
46 3 0 
37 4 0 
49 9 0 
31 5 0 
38 24 0 
34 5 0 
62 2 5 

Although the averages presented in the table do not show large variations in travel times 
and distances between the schools and the PDE, it should be considered that only the IRE 
of Labe presented great difficulties for textbook delivery to the schools. The study has 
demonstrated that the physical accessibility of the schools does not constitute an 
impassible barrier for textbook distribution as long as certain hard-to-access schools have 
textbooks available. This is the case for eight (8) schools of the IRE of Labe who had 
delivery routes from the IRE which could not be crossed completely by vehicle 
(impassible sections varying from a hundred meters to two or three kilometers long) and 
whose textbooks have been counted, whether in stock or in the possession of the students. 

3.2 Textbook Preservation 

The conditions in which a textbook is kept and handled has direct bearing on its useful 
life expectancy and its cycle of replacement. An effective system of textbook 
administration and distribution should establish and maintain measures to protect the 
books against the following seven primary hazards: bad weather, insects, worms, theft, 
fires, humidity and negligence. In that regard, this study is interested in the textbook 
transportation conditions from the central distribution center to the outerlaying structures. 
The study has also analyzed the condition of the infrastructures and means of storage and 
how students transported their books between school and residence, within the DPE's and 
the schools visited. Four variables have been examined: school warehouses, the 
classroom storage unit, school furniture and the students' bookbags. 

Generally speaking, the study has found that books received on the central level are often 
packed in cartons which are too heavy. Inside the central distribution centers, they are 
exposed to theft, dust, humidity and worms, and cartons are often found stacked as many 
as six high. There is no one true system of textbook inventory and classification by 
subject and grade level, and this increases the amount of handling each carton receives 
and contributes to the premature disintegration of the protective packing materials. When 
the textbooks are delivered to the schools, they are packed in cartons of poor quality 
without sufficient protection against bad weather. This has often caused damage and loss 
of books before their delivery to the schools, notably if the delivery takes place during the 
rainy season. 
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At the DPE level and at the schools, the study was sorry to find few conditions which 
were favorable to textbooks: school warehouses and storage units were poorly designed 
or insufficient; school desks did not have a place for students to put their books; there 
was a lack of security measures for the protection against theft (guards/soldiers, doors 
and windows which were poorly fitting and/or without locks); students and parents were 
poorly educated on how to care for and protect the textbooks. In this regard, the study 
estimates that less than 50% of the students and parents have benefitted even from 
general instruction on the importance of taking care of textbooks and how to care for 
them. 

3.2.1 THE SCHOOL INFRASTRUCTURES 

The' ,MEPU has not yet announced and adopted the official standards for school 
construction. The NSSCE, the official organization notably in charge of the development 
of plans for the construction, furnishing and purchasing of schools is proposing "typical 
plans," or models of school construction. These models include the construction of 
storage rooms, usually next to the director's office. They do not take into account the 
diverse climates which exist in different regions of the country. Only specifications for 
the construction of urban or rural schools have been taken into account. 

Recently constructed schools, although built by different NGOs, provide for a storage 
room. However, there is no longer a plan to add storage rooms to schools which were not 
included in the beginning. 

Table 3.3 The Infrastructure of the Schools Visited 

IRE # of Schools % with Storage 
WITH STORAGE UNIT Unit 

Concrete Adobe Total 
DCEDixinn 9 9 0 9 100 
Boke 49 45 0 45 91.84 
Faranah 41 27 0 27 65.85 
Kankan 58 50 1 51 87.93 
Kindia 36 23 1 24 66.67 
Labe 62 53 5 58 93.55 
Mamou 39 36 2 38 97.44 
N'Kerekore 69 12 14 26 37.68 
Totals 363 255 23 269 76.58% 

As specified in Table 3.3, the majority of the schools visited did have storage rooms. 
Nevertheless, the lack of storage space is so serious in certain areas that, in many schools, 
the directors or the teachers keep the textbooks in their residences, which, in most cases, 
is a substitution of inferior storage conditions. This is particularly true in N'Zerekore, 
where, as Table 3.3 indicates, the study counted only 12 storage rooms made of concrete 
and 14 made of wood among of the 69 schools visited. 
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3.2.2 STORAGE UNITS IN THE CLASSROOMS 

Of those visited, less than one class in four had the use of a textbook storage unit. As 
indicated in Table 3.4 below, of those 2,468 classrooms visited, only 605 had a storage 
unit, be it made of concrete, metal or wood. This number is surprising, considering that 
during the course of P ASE I, a large number of storage units had been distributed to 
Guinean schools. 

Table 3.4 Storage Units in the Classrooms Visited 

IRE #of #of Storage Units % of classrooms 
Schools Classrooms Concrete Metal Wood Total with storage 

units 
DCE Dixinn 9 95 0 0 1 1 1.05 
Boke 49 381 12 2 25 39 10.24 
Faranah 41 262 19 0 18 37 14.12 
Kankan 58 332 25 3 12 40 12.05 
Kindia 36 228 7 0 11 18 7.89 
Labe 62 383 12 17 130 159 41.51 
Mamou 39 322 9 132 136 277 86.02 
N'Kerekore 69 465 10 0 25 35 7.53 
Totals 363 2488 94 154 358 605 24.55% 

The construction model of the SNIES schools (the typical plan) requests that authorities 
incude storage units made of Beton concrete in the internal infrastructure of the 
classrooms. The model suggests that storage units always be located against one of the 
exterior walls of the classrooms, where the units are even more exposed to inclement 
weather. The research team feels that concrete storage closets constructed on the interior 
walls between the classrooms would provide better protection against humidIty. One 
proposition for a typical plan for the construction of storage units like these is illustrated 
in Figure 1 which follows. 

Storage units incorporated into the dividing walls would eliminate the need to move the 
storage units in each school and guarantee permanent storage space for textbooks. 

3.2.3 SCHOOL FURNITURE 

The presence of a storage compartment integrated into the students' desks would prolong 
the life of the students' books. Unfortunately, as is indicated in Table 3.5, in the very 
large majority of the schools visited, the desks have no such compartment, and the 
students put their books right on the floor. In at least one school recently constructed, the 
desks most recently delivered were built without compartments. 

Figure 1 Proposed Plan for Construction of Classroom Storage Units 
[Please see original document for this diagram.] 
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Table 3.5 School Furniture in the Schools Visited 

Majority of desks have storage # of schools where 
compartment the majority of 

IRE # of Schools desks have a 
Yes No storage 

compartment 
DCEDixinn 9 2 7 22.22 
Bake 49 13 36 26.53 
Faranah 41 11 30 26.83 
Kankan 58 16 42 27.59 
Kindia 36 5 31 13.89 
Labe 62 12 50 19.35 
Mamou 39 13 26 33.33 
N'Zerekore 69 31 38 44.93 
Totals 363 103 260 28.37% 

Finally, although the typical plan for the construction of SNIES desks does recommend 
the inclusion of an integrated storage compartment, the research team has established that 
in at least one case of a recently constructed school with new furniture, otherwise well 
built, the desks did not have a single compartment. Here again, the lack of official 
standards is a serious menace for the durability of textbooks. 

3.2.4 STUDENTS' BOOKBAGS 

The use of a bookbag, be it made of a durable material or simply light plastic, helps 
lengthen the useful life of a textbook by protecting it from the elements during its 
transport between school and residence. Prolonging the useful life of a textbook means 
making the best use of the money spent on its purchase, since each year added to its life 
contributes significantly towards reducing the cost of its replacement. 

As indicated in Table 3.6, student use of bookbags is widespread in a majority ofthe 
schools. In more than three quarters of the schools visited, the majority of the students 
carry their books in a bookbag. In every case, the study has considered any container 
which can provide protection for textbooks a bookbag, whether it's a leather bookbag or 
a simple plastic bag. The proportion of durable and more rigid bookbags used by the 
students is not so important. There will be a better time in the future to encourage the use 
of more protective and weather-resistant bookbags for textbook transport. 
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Table 3.6 Students' Bookbags in the Schools Visited 

Schools where most students % of schools where 
IRE # of Schools have a bookbag most students have 

a bookbag 
Yes No 

DCEDixinn 9 9 0 100 
Boke 49 45 4 91.84 
Faranah 41 22 19 53.66 
Kankan 58 38 20 65.52 
Kindia 36 26 10 72.22 
Labe 62 53 9 85.48 
Mamou 39 35 4 89.74 
N'Zerekore 69 56 13 81.16 
Totals 363 284 79 78.24% 

3.3 Textbook Management Committees 

3.3.1 THE EXISTENCE OF COMMITTEES 

Textbook management committees in the schools were created following the publication, 
between Apri11997 and February 1998, of three Ministerial circulars (see Appendix 12). 
These circulars set down the chain of command and the procedures for setting up 
management committees, but they presented differing instructions regarding the 
composition of the committees themselves. In some places, these three circulars 
instructed that textbook rental fees received from the students should be deposited into a 
restricted account opened by the IRE. Payment receipts released by the IRE will be 
established in the name of each establishment. 

Through visits to the schools the research team was able to verify the existence of 
textbook management committees. In every case, the team was asked about the relevance 
of such an autonomous entity. On the one hand, the multiplication of entities in and 
around the school often has as direct consequences the redundancy of efforts and the 
creation of conflicts of competency where, in the best of cases, problems of coordination 
and, in the mid-term, the demobilization of the middle. On the other hand, the 
administration of textbooks is an activity which can be advantageously entrusted to an 
existing entity, such as the APEAE. 

Textbook management committee members in secondary schools received traini~g on 
how textbook management committees function. These members, theoretically active, 
work at the core of textbook management committees which are not entirely ready for 
them. It is too soon to evaluate how well these committees fulfill the role to which they 
were assigned. Nevertheless, it should be noted that, at this point, the majority of the 
committees do not serve any noticeable purpose in the reception, preservation, security, 
utilization or maintenance of textbooks. In addition, these committees seem limited in 
their actions by administrative procedures regarding textbooks which follow an 
established school adminstrative system, except in actions pertaining to the recent 
textbook deliveries. 
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3.3.2 TEXTBOOK MANAGEMENT BY THE COMMITTEES 

The analysis of textbook management by the committees is based on the major stages of 
the administrative process which have been introduced at the beginning of this report. In 
this section, examples of elements to consider are presented for each of the stages of the 
administrative process. 

PLANNING 

Examples of elements to be considered: The definition of objectives. The evaluation of 
the nature of the possible problems in the future (the risks). The identification of strategies. The 
establishment of payment due dates, liabilities and costs. 

The staff at several of the elementary schools visited had not received any training and 
had not been sufficiently informed about correctly orienting and organizing the textbook 
management committee members in view of the best and most effective official textbook 
system. Likewise, the school directors who should have served as counselors to the 
management committee members were not capable of sufficiently training the committee 
members so that they could, in turn, educate the students and the parents about the 
advantages of an organized textbook system. As a consequence, many parents of 
elementary students refused to rent textbooks for fear of having to recoup the cost of the 
book in case of loss or damage. The fact that the cost of the textbooks had not been 
clearly established has naturally reinforced this fear. In addition, in certain schools 
visited, a student's book rental fees were more likely to be GFrl ,000 per book instead of 
that same amount for all his books together. It falls on the MEPU to put out clear 
directives on the total rental fees per student for all the books needed, and the MEPU 
must also dictate what the parents should pay in cases of loss or damage by the student of 
a book he obtained through the school rental system. 

The production of written documentation of the policies and procedures is an essential 
component of the whole administrative system. With regard to the planning, the written 
documentation should include the definition of the objectives, the evaluation of possible 
risks, the identification of strategies, the establishment of a schedule, the assignment of 
tasks and the estimate of costs, as well as the demands of and nature of the tasks to be 
completed. 

The facts obtained regarding the schools visited are presented in Table 3.7. We have 
found, with a few rare exeptions taken, a near absence of documented policies in all the 
schools visited. The only element with any kind of effective and documented planning 
was the projected quanitities of textbooks needed for distribution annUally. 
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Table 3.7 The Planning by the Textbook Management Committees in the 
Schools Visited 

Supporting 
Documentation 

y N %y Y N %y 
ELEMENTS TO BE CONSIDERED 

Existence of planning process 134 266 33.5 55 345 13.75 
Definition of objectives 64 335 16.0 36 364 9.0 
Evaluation of the nature of eventual problems (risks) 69 331 17.25 31 369 7.75 
Identification of strategies 73 315 18.25 30 358 7.5 
Deadlines, responsibilites and costs 31 369 7.75 12 388 3.0 
Size of the committee and the nature of the work to be done 44 356 11.0 16 384 4.0 

Supporting 
Some questions Documentatiou 

y N %y Y N %y 
1. Do projections exist for textbook quantities to be distributed 187 213 46.75 132 268 33.0 
annually? 
2. Are a plan and budget prepared for this purpose? 43 357 10.75 14 386 3.5 
3. Who participates in preparing the written plan? 33 367 8.25 
4. At which stage of the planning process are people involved? 

• ConsultationIDocumentation 121 279 30.25 35 365 8.75 

• Research of scenario 94 306 23.5 28 372 7.0 

• Decision-makinK for the chosen scenario 91 309 22.75 29 371 7.25 

5. On which precise elements (arguments) does your planning rest? 91 309 22.75 
For example: Prevision for school clientele (SSP) 

THE ORGANIZATION 

Examples of elements to be considered: the appropriation of material, financial and human 
resources. The assignment of tasks and responsibilities. The establishment of realistic deadlines. 
Constant vigilance. Detailed expectations. 

In the elementary schools, the problems encountered while organizing administrative 
boards were due largely in part to a combination of factors: the absence of clear, coherent 
planning; the lack of information on the nature, jurisdictions and operations of an 
administrative structure for textbooks; the lack of motivation in the students and the 
communities to start administrative boards because they have not received the textbooks. 

The situation of the textbook management committees in secondary schools is different 
than that of the committees in elementary schools. This is notably true with regard to the 
lack of motivation, which appeared less of a problem when the team met with the 
textbook management committee members, since all the highschools visited had already 
received their textbooks. In addition, the staff and the committees in the secondary 
schools were helped in their administration and distribution of textbooks by the Conakry 
Seminar in Aprill of 1998, though some parts of the seminar did not conform to the 
instructions given in the three MEPU circulars pertaining to the composition of textbook 
management committees. 

The educational seminar on the adminstration of textbooks effectively addressed the issue 
of the composition and roles of the committee members. It also covered textbook 
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codification for the sake of the secondary school directors. The establishment of a 
codification system remains to be seen, since prior studies (notably that of aCED, 1990) 
recommended that textbook codification be handled at the central level and that a much 
more simple identification process be applied in the schools at the time textbooks are 
received. 

The Conakry seminar also addressed the distribution of textbooks in Guinea, the 
commercial distribution system, the new mechanisms for textbook distribution, and the 
administration of textbooks at the school level, including instructions for the rental 
system, the system of collection and compatibility of funds obtained through rental and 
their deposit in different financial institutions (Bicigui, Credit Rural, Credit Mutuel and 
others). However, instructions communicated to the seminar participants on the allocation 
of funds obtained through the textbook rental system were in direct contradiction to those 
contained in the three MEPU circulars. The latter specified that funds should be allocated 
to restricted accounts opened by the Inspecteur Regional de l'Education in each of the 
administrative regions. 

This instruction, although announced by the staff in the central office of the Ministry, has 
not yet reached the elementary school staff and their textbook management committee 
members. This should happen after the present textbook distribution. The need for clear 
and detailed instructions for the organization of textbook management committees is 
more urgent in elementary schools than in secondary schools, since textbook 
management committees are already functional in the high schools. The majority of the 
committees created in the elementary schools visited had met just once, when the 
committee was first assembled. They are waiting for the arrival of the textbooks to meet 
again. 

As indicated in Table 3.8, the number of activities tied to the organization of a textbook 
distribution and adminstration system is greater than the amount related to the planning. 
According to the data collected during the interviews with the textbook management 
committee members of the schools visited, the assignment of tasks and responsibilities at 
the core of the textbook management committee is clear for more than half of the 
contributors. The teachers seem to have the best grasp of the organization of textbook 
distribution. Otherwise, it is obvious that the organizational activities are profoundly 
unrealistic~ which suggests a weak level of suitability of the structures and mechanisms of 
the established management by the contributors. Just as in the planning stage, the 
documentary policies elemental to the organization of a textbook management system are 
clearly insufficient for the schools to set up for themselves an administrative system for 
quality management. 

Despite general good intentions at all levels of the educational community, it is evident 
that the MEPU's efforts to establish a functional textbook management system were 
slowed first by an almost non-existent planning stage, then by faltering organization, on 
top of which was added a lack of logistical means (telephone, radio, means of dispersion, 
etc.) to communicate information adequately on how the textbook rental system was to 
function. 
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Table 3.8 The Organization by the Textbook Management Committees of the 
Schools Visited 

Supporting 
y N %y Documentation 

y N %y 
ELEMENTS TO BE CONSIDERED 

Adequacy and justified appropriation of human, material 179 221 44.75 101 299 25.25 
and financial resources 
Division of tasks and responsibilities 257 143 64.25 133 267 33.25 
Realistic deadlines 51 349 12.75 13 387 3.25 
Constant vigilance 167 233 41.75 39 361 9.75 
Protection against the unpredicted 137 263 34.25 79 321 19.75 

Supporting 
Some questions Documentation 

y N %y Y N %y 
1. How are textbook distribution and management 128 272 32.0 
organized in your school? 
2. Has the organizational plan been communicated to 
these people? 
To the administration? 256 144 64.0 113 287 28.25 
To the teachers? 280 120 70.0 109 291 27.25 
To the parents? 256 144 64.0 80 320 20.0 
Others (please describe) 133 267 33.25 25 375 6.25 
3. What do you do in the textbook distribution and 145 255 36.25 
management process? 
4. Is there a resource inventory system for textbook 178 222 44.5 111 289 27.75 
distribution and management to be organized? 

These problems of administration bring up doubts about the current capacity of the staff 
and administrators of the MEPU to complete the planning and the organization necessary 
for the establishment of a coordinated administrative infrastructure, requisite for the 
installation of a real management system for textbook distribution in the schools and the 
target communities. 

A final question must be asked about the role of the textbook administrative committees 
with regard to the APEAE already established. The idea of a textbook management 
committee. was communicated during the Textbook Summit organized by the INRAP in 
May of 1997. It should be asked why the Summit decided to confer on a new community 
organization tasks which had could have been done perfectly well by the APEAE, when 
the APEAE members themselves could take part in the establishment of the committees. 
It should also be noted that currently there is an NGO involved in training the APEAE 
(W orId Education) in Dalaba and Mamou. This NGO is developing the skills of the 
APEAE in order for them to handle activities which are now given to the textbook 
management committees. 
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Examples of elements to be considered: the definition of the decision-making process for 
completing the planned objectives. The search for even distibution of limited resources. 

The instructions for the operations management for textbook management originate in the 
central administration of the MEPU. These seem confusing and contradictory. Decisions 
have been made at the central level concerning, notably, the recruitment of distributors 
and the selection of textbooks. At the local level, the management committees have 
played a central role in the administrative process and the distribution of textbooks, but 
since, in many schools, the committees are not functional, the research team has 
sometimes had to direct their interview questions to the members of the DPE and the 
directors of the educational establishments. 

Table 3.9 demonstrates that in nearly half of the 400 schools and the DPIDCE, it is 
believed that there is a well-defined decision-making process governing actions taken to 
achieve the objectives stated in the textbook distribution and management system. The 
same proportion of respondents judged that the chains of command inside the system are 
clear, and that the established structure favors decision-making, job coordination and 
efficient communication at the middle level. If these results lead to the conclusion that 
the established management system has a relatively better structure than that of the 
planning and organizing activities, one must question the operational implications of a 
situation where, in fact, one out of two people doesn't know who is in charge or to whom 
he must answer for his actions. In addition, the near absence of written documentation in 
the decision-making process just doubles the risk of conflict or disfunction within the 
textbook management committees. 

Table 3.9 Operations Management by the Textbook Management Committees 
of the Schools Visited 

Supporting 
Documentation 

y N %y Y N %y 
ELEMENTS TO BE CONSIDERED 

Decision-making process governing all actions to be taken 195 205 48.75 54 346 13.5 
to complete the desired objectives 
Coherent working up of resources 187 213 46.75 46 354 11.5 
Research of the balance of means in spite of the imperfect 200 200 50.0 22 378 5.5 
character or limits of available resources 

Supporting 
Documentation 

y N %y Y N %y 
SOME QUESTIONS 

1. Do your textbook distribution and management methods 159 241 39.75 38 362 9.5 
allow you toasses realisitically your needs and to meet 
your desired objectives? 
2. Does the established structure favor decision-making, a 233 167 58.25 52 348 13.0 
coordinated effort and communication (cohesion of the 
group)? 
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subordinate not having a superior to whom he should 
answer? 
4. Does the decision-making process you use generally 
involve a risk evaluation for each important decision? 
5. Is the decision-making process well-defined? 

196 204 

210 190 

224 176 
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49.0 47 353 11.75 

52.5 45 355 11.25 

56.0 49 351 12.25 

OPERA TrONS MANAGEMENT AND THE CONCEPT OF PRUDENT MANAGEMENT 

Examples of elements to be considered: the adoption of measures to evaluate the consequences of 
actions taken for operations and distribution. The search for balance between risk and prudent 
management. Allowance for the need to regroup and consult. 

The concept of prudent management applied to an adminstrative system of textbook 
management takes for granted, among other things, that steps are identified and taken in 
order to evaluate the consequences of different decisions and actions on the distribution 
process. The decision-makers must be allowed to regroup and consult on the matter as 
needed in order to evaluate properly the risks tied to their decisions. Table 3.10 indicates 
that for the vast majority of respondents, the textbook management committee was a 
consultative group providing recourse to the decision-makers. According to the facts, 
there was not one structure which allowed the inclusion of the school staff in the textbook 
selection process. Textbooks are distributed to the schools without them having up-to
date information on what is available. As much at the DPE level as at the school level, 
the traditional consensus method is used, even though some managers are reluctant to 
delegate their authority and some school administrators do not freely share the 
information coming from the MEPU. 

The minutes of their meetings are rarely taken down in writing, and the circulation of 
information between the DPE's and the schools is non-functional, which is largely caused 
by the logistical constraints previously stated. Just like the other components of the 
administrative process of textbook management, little importance is given to the 
documentary practices. Finally, the week level of concern shown by the respondents 
faced with the consequences of the distribution operations leaves one to suppose that the 
decision process depends maybe: (i) on improvisation, meaning with a lack of proper 
knowledge regarding methods and procedures for estimating the consequences of 
decisions made on the distribution system; (ii) on the retention of information in the 
middle of the hierarchy; (iii) on considerations other than those allowing all the students 
to have access to textbooks. 
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Table 3.10 The Concept of Prudent Management Within the Textbook 
Management Committees of the Schools Visited 

Supporting 
Documentation 

y N %y Y N %y 
ELEMENTS TO BE CONSIDERED 

Measures taken to evaluate the consequences of actions 217 183 54.25 89 311 22.25 
taken for distribution operations 
Fair balance betweek risk and prudent management 128 272 32.0 33 367 8.25 
Allowance for regrouping and consulting 208 202 52.0 35 365 8.75 

Supporting 
Documentation 

y N %y Y N %y 
SOME QUESTIONS 

1. Is there an administrative council or a management 283 117 70.75 146 254 36.5 
committee who is consulted to study the foundations and 
consequences of important decisions? 
2. Do you call external advisors in to study potential risks? 191 209 47.75 31 369 7.75 
3. If not, what resources or intermediaries do you consult? 23 377 5.75 
4. Is there sufficient documentation detailing all pertinent 86 314 21.5 58 342 14.5 
elements and the consequences relative to decisions having 
a significant impact on the distribution system? 
5. How do you take the necessary recourse for a decision in 36 364 9.0 
order to evaluate the events? 

MONITORING THE MANAGEMENT SYSTEM 

Examples of elements in to be considered: The definition of general policies for monitoring the 
management process. The establishment of mechanisms for monitoring and revising the 
management process according to a performance evaluation and an examination of the modes of 
operation. The application of procedures, such as: reception of books, financial arrangements, 
preservation, personnel. 

Just as the central administration thinks it should playa pivotal role in the supervision of 
the textbook management system, the DPE's should be able to provide assistance for the 
instruction and orientation of the school staff and the management committees. However, 
many prefectorial directors of education consider their involvement further down in the 
system as very peripheral. In addition, many of the DPE's interviewed complained of not 
being informed in advance of the delivery of the textbooks to the schools in their own 
prefectures. 

The report of the Textbook Summit of 1997 and the documentation of the Conakry 
Seminar defined the role of the textbook management committees as follows: 

The textbook management committee's mission is to ensure the judicious use of 
textbooks and to ensure textbook preservation, repair and replacement. It 
should also collect, manage and utilize funds generated though textbook 
rentals. Equally, it should oversee the preparation, presentation and 
execution of the budget. 
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Regarding the schools' reception of the textbooks, the documentation of the Textbook 
Seminar held at Conakry in 1998 stipulates that: 

The reception of textbooks by the schools will be executed by the textbook management 
committees and the Association of Parents, Pupils and Friends of the School 
(APEAE), in collaboration with the wise men and local authorities as well 
as union representatives and political parties. ( ... ) At the time of a general 
assembly meeting, the textbook management committee should inform the 
community of the total number of textbooks received, by subject and grade 
level. 

It is not astonishing to find that (Table 3.11) a majority of the respondents thought the 
procedures for the reception of textbooks were clear and well-documented. It is 
furthermore the only element of monitoring in the administrative process which seems to 
be understood by the majority of the mid-level administrators. The weakest element in 
the monitoring process is found in the area of finances, where only two out of ten people 
understand the established procedures. 

Table 3.11 Monitoring the Administrative Process by the Textbook Management 
Committees Visited 

Supporting 
Documentation 

y N %y Y N %y 
ELEMENTS TO BE CONSIDERED 

Existence of monitoring tools for revision, in the 215 185 53.75 147 253 36.75 
management process 
Evaluation mechanism for comparison with the expected 77 323 19.25 29 371 7.25 
results 
Examination procedure, for the return to the planning 66 334 16.5 18 382 4.5 
exercise and to recommendations 

Supporting 
Some questions Documentation 

y N %y Y N %y 

1. Do general monitoring policies exist for the management 
process of distribution functions? 

190 210 47.5 162 238 40.5 

TEXTBOOKRECE¥ITON 259 141 64.75 225 175 56.25 
159 241 39.75 129 271 32.25 

• Record of receipt 131 269 32.75 102 298 25.5 
• Mention of deviation (shipped/received) 62 338 15.5 46 354 11.5 

• Annual compilation 90 310 22.5 68 332 17.0 
79 321 19.75 59 341 14.75 

FINANCES 104 296 26.0 31 369 7.75 
150 250 37.751 57 343 14.25 

• Record of funds received 55 345 3.75 17 383 4.25 

• Deposit records 115 285 28.75 40 360 10.0 
181 219 45.25 79 321 19.75 

TEXTBOOK CONSERVATION 153 247 38.25 62 338 15.5 
170 230 42.5 81 319 20.25 

• Quality and cleanliness of the warehouse storage unit) 151 249 37.75 88 312 22.0 
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• Textbook maintenance and repair 

STAFF 

• Monitoring of staff 

• Security, theft 

• TEXTBOOK UTILIZATION 

• Loans 

THE COORDINATION OF ACTIVITIES 

Examples of elements to be considered: The orchestration of efforts and the utilization of the 
organization's resources in order to achieve the planned objectives. Coordination with the 
activities of external organizations (periodic meetings, departmental memos, working as a team) 

Though more than half of the respondents thought that the coordination efforts between 
the different mid-level administrators of the distribution level are great, the proportion of 
the respondents able to identify the significant decrease of these efforts and the 
documentation which would come to support such coordination of efforts is practically 
nil. Table 3.12 also reveals that coordination between the textbook management 
committees and external administrators on the middle level is very weak. 

According to the respondents, regularly scheduled meetings between the subordinate 
offices and the administration would be their preferred method of coordination. They also 
favored consultations, which would best allow an efficient utilization of the 
organization's resources in achieving the goals planned in the textbook administrative 
and distribution system. 

Table 3.12 The Coordination of the Administrative Process by the Textbook 
Management Committees Visited 

Supprting 
Documentation 

y N %y Y N %y 
ELEMENTS TO BE CONSIDERED 

Actions taken to coordinate the elements, in order to synchronize 162 238 40.5 47 353 11.75 
efforts and the utilization of the organization's resources, to 
achieve the desired objectives 
Administrative act which is manifested in the interior of each 128 272 32.0 57 343 14.25 
elements of the administrative process 

Supporting 
Documentation 

y N %y Y N %y 
SOME QUESTIONS 

1. Is there a coordination effort for the intervention of different 221 179 55.25 37 363 9.25 
members of the process of distribution management in the 
interior of the organization? 
2. Is there coordination with the activities of external 147 253 36.75 40 360 10.0 
organizations? 
3. In what way is this link ensured? 
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• Periodical meetings with the different intermediaries of the 158 242 39.5 98 302 24.5 
administrative process 

• Departmental memos or periodical memos 147 253 36.75 107 293 26.75 

• Fostering teamwork 151 249 37.75 40 360 10.0 

INTERNAL MONITORING 

Examples of elements to be considered: The application of princples and standards of healthy 
administration. Measures, procedures and systems which ensure the protection of resources and 
the endowment. The establishment of means to prevent and detect irregularities and errors 
occurring in the areas of: (i) textbook distribution to the students at the schools; (ii) warehousing; 
(iii) receiving; (iv) maintenance; (v) security 

The procedure for textbook distribution from the central level to the schools seemed a bit 
unclear to the staff involved in the system. Even though a registration system existed for 
textbooks received in the schools, the procedure for verifying the signatures of the 
recipients is not respected. Since the textbook management committees are not functional 
in many schools, the director of the school is the one who signs the acknowledgement of 
receipt, and not the president of the textbook committee. The research team has also 
found cases where the DPSP signed the acknowledgement of delivery and took on 
himself the job of safeguarding the textbooks. Table 3.13 indicates how, according to the 
respondents, the textbook receiving procedures continue to be the most developed, even 
though the procedures are only written down in 29.5 percent of the cases. 
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Table 3.13 Internal Monitoring by the Textbook Management Committees in the 
Schools Visited 

Supporting 
Documentation 

y N %y Y N %y 
ELEMENTS TO BE CONSIDERED 

The body of established measures and procedures allow 172 228 43.0 72 328 18.0 
directors to to manage in a reasonable and prudent manner 
Protection of resources and the State endowment 178 222 44.5 89 311 22.25 
Respect for the principles and standards of healthy 124 276 31.0 56 344 14.0 
management 

Supporting 
Documentation 

y N %y Y N %y 
SOME QUESTIONS 

1. Is there a body of measures and procedures which 174 226 43.5 78 322 19.5 
guarantees the protection of resources and the endowment? 
2. Generally, are the established means for directors to 174 226 43.5 53 347 13.25 
prevent and detect irregularities and errors effective? 
Are there procedures at the level of textbook distribution to 179 221 44.75 88 312 22.0 
the students in the schools? 
Are there procedures at the warehouse level? 131 269 32.75 51 349 12.75 
Are there procedures at the receiving level? 202 198 50.5 118 282 29.5 
Are there procedures at the maintenance level? 137 263 34.25 43 357 10.75 
Are there procedures at the security level? 140 260 35.0 50 350 12.5 

Textbook maintenance, preservation and security procedures are for the most part 
neglected, certainly because of the lack or poor quality of warehousing infrastructures, 
but this also occurs through the absence of written documentation specifying the nature 
and significance of these procedures. Therefore, although the majority of the schools 
keep a register of the books in inventory, these are, generally speaking, insufficient to 
ensure a healthy administration of the endowment. Regarding procedures designed for 
textbook security, the procedures simply restrict the warehouse and the borrowing of 
books outside the storage area, so that only the school director and the librarian (in rare 
cases there is a librarian) have access to the books. The use of guards in the schools is 
rare. 

Most of the textbook management committees created in the elementary schools meet 
only at the time of their creation. Many of the committee members have said, during the 
interviews, they are waiting for the delivery of the textbooks in order to have something 
to discuss at their meetings. Finally, many elementary school teachers distrust the process 
of depositing revenues from textbook rental in financial institutions located nearer to the 
IRE than to the schools. In addition, transportation costs accrued by the community in 
order to set up the banking operations of these institutions is a source of discontent 
among the middle administrators interviewed. This procedure in no way guarantees better 
management of the funds. 
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3.4 Textbook Rental System 

There is much confusion surrouding the textbook rental system. Remember that there are 
contradictions in the information furnished by the MEPU on the subject of the deposit in 
the bank of funds produced from textbook rental versus the written information 
distributed in April 1998 at the Conakry Seminar. Furthermore, the replacement cost of 
the textbooks has not been communicated to the the schools and communities. Finally, 
many school directors question the deposit of those funds in banks closer to the IRE to a 
large extent because the textbook rental budget does not allot a sum for shipping costs, 
nor the procedure for the return of funds to the schools. 

Many textbook management committees were established in the secondary schools 
before the implementation of the textbook rental system. Inversely, textbooks have been 
delivered to the elementary schools before the school staff received proper instruction 
and sufficient information on the management and distribution system. The parents in 
many rural communities think the cost of textbook rental, at GFrl,OOO per year, is too 
high for their budget. Some schools have suggested that the cost of the average share be 
lowered. As has been mentioned earlier, in several communities, parents have refused to 
rent textbooks for fear their children would lose them. The penalty imposed when the 
parents cannot or will not pay for the loss or repair of a damaged book is to forbid the 
child from taking final exams (or to turn in the final thesis) for the school year. These 
observations bring up questions of access and fairness whose answers need to be found 
before the distribution of textbooks for the 1998-1999 school year. 

3.5 NGO Participation 

The Analysis of the Basic Education System in Guinea [literal translation of title] (NFQE, 
1997) identifies the following organizations as being active in the education sector in 
Guinea: Plan International Guinee, Save the Children, World Education, Adventist 
Development and Relief Agency (ADRA), Ie Centre canadien pour les Etudes et la 
cooperation international (CECI), Aide et Action, Ie Groupe des Voluntaires Civils and 
CLUSA. 

In the course of the study, the research team visited several schools where Plan 
International Guinee was working. The team discovered that, because of poor 
dissemination of information, many schools in the sample confused the textbook 
committees of Plan Guinee with those mandated by the MEPU. The organization of the 
textbook committees of Plan Guinee stipulated 4 members, but the MEPU had stipulated 
8. World Education, installed in Mamou, seemed to have positive effects on the 
reinforcement of the APEAE' s of the 30 educational establishments of the region. World 
Education's program could have been advantageously extended to the APEAE's of other 
locations and could also have included the members of the APEAE's getting involved 
with the textbook management committees. 

NGD's participated in the construction of scholastic infrastructures and provided 
furniture and textbooks to several communities. Better coordination between the sponsors 
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would allow the Guinean government to make the best use of sponsors' funds at the level 
of the schools themselves. Such coordination is essential for the textbook management 
committees to be able to take into account the textbooks provided from other sources. 

3.6 Textbook Inventory in the Schools Visited 

The following sections summarize the textbook situation following an exhaustive 
inventory of the available textbooks in 291 elementary schools and 69 secondary schools 
visited. 

3.61. TEXTBOOKS AT THE ELEMENTARY SCHOOL LEVEL 

THE COMBINED SITUATION AT THE ELEMENTARY SCHOOLS VISITED 

At the elementary school teaching level, the ratio of books/student, all subjects combined, is up to 
.97. This means than on average every student per class has a textbook. Bearing in mind that there 
are between 5 and 6 textbooks per teaching level (French, mathematics, observatory science, 
history, geography, ethics and civic studies), it could be concluded that the objective of giving 
each student a textbook has been satisfied by less than 20%. Elsewhere, of the 291 elementary 
schools visited, the study allowed the inclusion of 208 teachers' guides, all subjects and levels 
combined. This situation constitutes a major strain on the adequate usage of available textbooks. 

Table 3.14 The Ratio of Books/Student in the 291 Elementary Schools Combined 

Quantity Received Students' Textbooks 
Title Teacher's Student Edition Warehoused Distributed Total Available 

Guide 
Total for Elementary School 208 88,302 84,289 19,795 
Elementary School Class Sizes 107,647 107,647 107,647 
Book/Student ratio for 0.82 0.78 0.18 
Elementary School 

It is still the priority of the elementary schools to focus on the level of textbook 
acquisition and distribution, notably for teachers' guides in all disciplines and in 
mathematics, arithmetics and science textbooks for all grade levels. 

FIRST GRADE 

Of the 10,788 textbooks received for a class of 16,323 students in 1994, 1995 and 1998, 
2,495 of them have been distributed and 10,295 are in storage in the schools. The 
books/student ratio, based on the available inventory and books distributed, is .78. 
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Table 3.15 Textbook Inventory for First Grade in the 291 Schools Visited 

Quantit~ Received Student Textbooks 
Teachers Students' Ware- Distributed Total avail. 

, Guide Edition housed 
TITLE BOUGHT 

IN 

Mathematics 1994 10 259 156 58 214 
Arithmetic CPl 1990 6 428 473 384 857 
Language, Reading 92-93-94- 50 793 762 1,563 2,325 

95 
Penmanship Notebook 92-94-96 12 9 105 114 
French, Le Flamboyant 1998 1 9,296 8,895 385 9,280 
Total Textbooks for lSI Grade 67 10,788 10295 2,495 12790 
1 st Grade class size 16,323 16,323 16,323 16,323 
Book/Student Ratio in 1st Grade 0.66 0.63 0.15 0.78 

When one considers the total number of textbooks received versus the number in stock 
and those distributed, the statistics in the analysis indicate a surplus of 2,002 books for 
first graders during that period. 

SECOND GRADE 

Of the 9,901 books received for a class of 20,798 second graders in 1994 and 1998,2,426 
textbooks have actually distributed to the students and 9,473 are in storage in the schools. 
The books/student ratio, based on the textbooks in stock and those distributed, is .57. 

Table 3.16 Textbook Inventory for the Second Grade in the 291 Schools Visited 

Quantit Received Student Textbooks 
Teachers Students' Ware- Distributed Total avail. 

, Guide Edition housed 
TITLE BOUGHT 

IN 

Mathematics 1994 9 187 157 63 220 
Arithmetic CP2 1990 19 284 290 560 850 
Language, Reading 94-95-96 20 402 385 1,143 1,798 
French, Le Flamboyant 1998 2 9,028 8,641 390 9,031 
Total Textbooks for 2nd Grade 50 9901 9473 2,426 12036 
2na Grade class size 20,798 20,798 20,798 20,798 
Book/Student Ratio in 2nd Grade 0.48 0.46 0.12 0.57 

In comparing the total number of textbooks distributed and the total in stock with the 
number of textbooks received, the results of the analysis indicate a surplus of 2,135 
textbooks designated for second graders during that period. 

THIRD GRADE 

Of the 11, 168 textbooks received for a class of 21,143 third graders in 1992, 1994 and 
1998,3,526 textbooks have been distributed and 10,569 are in storage in the schools. 
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Basing the books/student ratio on the number of books available and distributed, the ratio 
is .67. 

Table 3.17 Textbook Inventory for the Third Grade in the 291 Schools Visited 

Quantit, Received Student Textbooks 
Teachers Students' Ware- Distributed Total avail. 

, Guide Edition housed 
TITLE BOUGHT 

IN 

French, Le Flamboyant 1998 3 9,201 8,793 408 9,201 
French, School and Dev. 1990 0 452 388 46 434 
Arithmetic 1992 16 482 482 525 1,007 
Observatory Sciences 89-94-96 9 568 454 434 888 
Afrique mon Afrique 94-96 10 120 113 1,815 1,928 
History 89-94-96 5 345 339 298 637 
Total Textbooks for 31'(1 Grade 43 11,168 10569 3526 14,095 
300 Grade class size 21,143 21,143 21,143 21,143 
Book/Student Ratio in 31'(1 Grade 0.53 0.50 0.17 0.67 

In comparing the total number of textbooks received to the number of textbooks 
distributed and the number of textbooks in stock, the results indicate a surplus of 2,927 
textbooks designated to third graders during that period. 

THE THIRD AND FOURTH GRADES 

Of the 17,809 textbooks received for a class of 39,208 third and fourth graders in 1992, 
1994 and 1998,695 textbooks have been distributed and 17,015 are in storage in the 
schools. The books/student ratio, based on the available inventory and the textbooks 
distributed, is .45. 

Table 3.18 Textbook Inventory for Third and Fourth Graders in the 291 Schools 
Visited 

Quantit Received Student Textbooks 
Teacher Students' Ware- Distributed Total 

s' Edition housed avail. 
TITLE BOUGHT Guide 

IN 

Ethics and Civic Instruction 1998 2 17,809 17,015 695 17,710 
Total Textbooks for 31'(1 and 4th Grade 2 17,~09 17,015 695 17,710 
3'd and 4th Grade class size 39,208 39,208 39,208 39,208 
Book/Student Ratio in 3n1 and 4th 0.45 0.43 0.02 0.45 
Grade 

In comparing the total number of textbooks received to the total number of textbooks 
distributed and the number of textbooks in stock, the results reveal that a total of 99 
books are missing from the allocation of textbooks designated for third and fourth graders 
during that period. 
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FOURTH GRADE 

Of the 9,347 textbooks received for a class of 18,065 fourth graders in 1992, 1994 and 
1998, 1,710 textbooks have been distributed and 8,839 are still in storage in the schools. 
Based on the available textbooks in storage and the total number of textbooks actually 
distributed to the students, the books/student ratio is .59. 

Table 3.19 Textbook Inventory for Fourth Graders in the 291 Schools Visited 

Quantit Received Student Textbooks 
Teacher Students' Ware- Distributed Total avail. 

s' Edition housed 
TITLE BOUGHT Guide 

IN 

Arithmetic 2 183 180 215 395 
French, School and Dev. 1992 1 205 203 11 214 
Afrique mon Afrique 94-96 7 120 79 1,132 1,211 
French, Le Flamboyant 1998 2 8,839 8,437 352 8,789 
Total Textbooks for 4th Grade 12 9.347 8899 1.710 10,609 
4tn Grade class size 18,065 18,065 18,065 18,065 
Book/Student Ratio in 4t1t Grade 0.52 0.49 0.09 0.59 

In comparing the total number of textbooks received to the total number of manuals 
received [sic] and the total actually distributed to the students, the results of the study 
indicate a surplus of 1,262 textbooks designated for fourth graders during that period. 

FIFTH GRADE 

Of the 7,990 textbooks received for a class of 15,455 fifth graders in 1994 and 1998,628 
textbooks have been distributed and 7,608 are still in storage in the schools. Based on the 
available inventory in storage and the total number of textbooks distributed to the 
students, the books/student ratio is .53. 

In comparing the total number of textbooks received by the students to the number of 
textbooks received [sic] and the number of textbooks distributed to the students, the 
results indicate a surplus of 246 textbooks designated for fifth graders during that period. 

Table 3.20 Textbook Inventory for Fifth Graders in the 291 Schools Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
TITLE BOUGHT 

IN 

Arithmetic 1994 1 249 224 218 442 
French, Le Flamboyant 1998 2 7,741 7,384 410 7,794 
Total Textbooks for 5 1H Grade 3 7,990 7,608 628 8,236 
SlH Grade class size 15,455 15,445 15,445 15,445 
Book/Student Ratio in 5TH 0.52 0.49 0.04 0.53 
Grade 
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Of the 7,139 textbooks received for the sixth graders in 1994 and 1998, 577 textbooks 
have been distributed and 6,920 are still in storage in the schools. Based on the available 
inventory in storage and the total number of textbooks actually distributed to the students, 
the books/student ratio is .47. 

Table 3.21 Textbook Inventory for Sixth Graders in the 291 Schools Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
TITLE BOUGHT 

IN 

French, Le Flamboyant 1998 2 7,045 6,854 183 7,037 
Arithmetic 94-95-97 6 94 66 394 460 
Total Textbooks for 6 lH Grade 8 7139 6,920 577 7,497 
6111 Grade class size 15,863 15,863 15,863 15,863 
Book/Student Ratio in 6111 0.45 0.44 0.04 0.47 
Grade 

In comparing the total number of textbooks received with the number of textbooks 
received [sic] and the number of textbooks actually distributed to the students, the study 
results indicate a surplus of 358 textbooks designated for sixth graders during that period. 

THE FIFTH AND SIXTH GRADES 

Of the 14,160 textbooks received for a class of 31,318 fifth and sixth graders in 1994 and 
1998 and, [sic] 7,738 textbooks were distributed and 13,510 are in storage in the schools. 
Based on the available inventory in the schools and the number of textbooks distributed, 
the books/student ratio is .68. 

In comparing the total number of textbooks received to the number of textbooks received 
[sic] and the number of textbooks actually distributed to the students, the results ofthe 
study indicate a surplus of 7,088 textbooks designated for fifth and sixth graders during 
that period. 
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Table 3.22 Textbook Inventory for Fifth and Sixth Graders in the 291 Schools 
Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
TITLE BOUGHT 

IN 

Observatory Sciences 94-95 6 396 552 1,248 1,800 
Ethics and Civic Instruction 1998 2 13,479 12,791 634 13,425 
Horizon d' Afrique 94-95-96- 15 285 167 5,856 6,023 

97 
Total Textbooks for Sin and 61n 23 14,160 13,510 7,738 21,248 
Grade 
5th and 6th Grade class size 31,318 31,318 31,318 31,318 
Book/Student Ratio in 5th and 0.45 0.43 0.25 0.68 
6th Grade 

3.6.2 TEXTBOOKS AT THE SECONDARY LEVEL, 1 ST CYCLE 

THE COMBINED SITUATION OF THE SECONDARY SCHOOLS VISITED 

The data for three secondary schools visited have been omitted from the compilation 
because it was not possible to validate either the quanities in storage or the quantities 
distributed to the students. The total number of students used in the calculations has 
therefore been modified accordingly. 

Table 3.23 The Books/Student Ratio in the 69 Secondary Schools Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Book! 

Guide Edition housed Student 
TITLE Ratio 

Total for Secondary School 1,255 175,488 108,279 63,634 171,913 
Class size for Secondary School 36,438 36,438 36,438 36,438 
Book/Student Ratio in Secondary 4.82 2.97 1.75 4.72 
School 

The variations in the ratios of quantities received, textbooks in storage and textbooks 
delivered and available can be explained by a combination of factors, such as: 

(i) The visits to the schools took place between May 11 and 30. In several schools, 
the textbooks had already been turned in for summer vacation. 

(ii) Many students (and parents) had not paid the GFrl,OOO rental fee and a large 
number of textbooks had not yet left storage at the schools and had not been used 
by the students despite their availability. 

This combination of factors has, in fact, slowed access to textbooks for the experiment. 
However, it should be noted that at the secondary education level, first cycle (middle 
school), the textbook situation is much more positive than in the elementary schools, 
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especially since 1997. Currently, the books/student ratio, all levels and subjects 
combined, has risen to 4.72. Since the list of official secondary school textbooks has an 
average of 5 titles per grade level, the likely objective is to have more than 80% of all 
students receiving one title per subject at their grade level. The priority for secondary 
schools will be centered on efforts at textbook preservation. Otherwise, the data collected 
on the quantities of textbooks received and data on available textbooks indicate a total of 
3,575 textbooks missing from the allocation of textbooks designated for the students of 
the secondary schools visited. 

SEVENTH GRADE 

Of the 53,623 textbooks received for a class of 11,548 seventh graders in 1997, 18,748 
have been distributed and 33,328 are still in storage in the schools. Based on the available 
inventory in storage and the total number of textbooks distributed to the students, the 
books/student ratio is 4.51. 

Table 3.24 Textbook Inventory for Seventh Graders in the 69 Schools Visited 

Quantitv Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
BOUGHT 
IN 

TITLE 

French, Le Manguier 1997 87 12,035 7,566 4,243 11,809 
Mathematics 1997 77 12,195 6,999 4,740 11,739 
Physical Sciences 1997 104 12,298 7,436 4,532 11,968 
History/Geography 1997 1 5,311 4,116 818 4,934 
Natural Sciences 1997 68 11,784 7,211 4,415 11,626 
Total Textbooks for 7U! Grade 337 53.623 33.328 18.748 5~76 
in Grade class size 11,548 11,548 11,548 11,548 
Book/Student Ratio in 7U! 4.64 2.89 1.62 4.51 
Grade 

In comparing the total number of textbooks received with the number of textbooks in 
stock and the number actually distributed to the students, the results of the study idicate 
that a total of 1,547 textbooks are missing from the allocation designated for seventh 
graders during that period. 

EIGHTH GRADE 

Of the 45,332 textbooks received for a class of 8,925 eighth graders in 1997, 17,003 
textbooks have been distributed and 27,996 are still in storage in the schools. Based on 
the available inventory in storage and the number of textbooks distributed to the students, 
the books/student ratio is 5.04. 
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Table 3.25 Textbook Inventory for Eighth Graders in the 69 Schools Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
BOUGHT 
IN 

TITLE 

History/Geography 1997 6 3,596 3,116 492 3,608 
Mathematics 1997 77 10,748 6,651 4,038 10,599 
French, Le Manguier 1997 80 10,461 6,314 4,017 10,331 
Physical Sciences 1997 91 10,020 5,543 4,397 9,940 
Natural Sciences 1997 60 10,507 6,462 4,059 10,521 
Total Textbooks for 8th Grade 314 45,332 27/)96 17,003 44,999 
8th Grade class size 8,925 8,925 8,925 8,925 
Book/Student Ratio in 8th 5.08 3.14 1.91 5.04 
Grade 

In comparing the total number of textbooks received with the number of textbooks in 
stock and the number distributed to the students, the results of the study indicate that a 
total of 333 textbooks are missing from the allocation of textbooks designated for eighth 
graders during that period. 

NINTH GRADE 

Of the 39,075 textbooks received for a class of 6,825 seventh [sic] graders in 1997, 
12,820 textbooks were distributed and 25,604 are found in school storage. Based on the 
available inventory in storage and the total number of textbooks distributed to the 
students, the books/student ratio is 5.63. 

Table 3.26 Textbook Inventory for Ninth Graders in the 69 Schools Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
BOUGHT 

IN 
TITLE 

Mathematics 1997 80 8,573 5,396 2,987 8,383 
Arithmetic CPl 1997 58 8,424 5,347 3,054 8,401 
Language, Reading 1997 12 5,238 4,352 954 5,306 
Penmanship Notebook 1997 87 8,371 5,264 3,026 8,290 
French, Le Flamboyant 1997 78 8,469 5,245 2,799 8,044 
Total Textbooks for 9th Grade 315 39075 25,604 12,820 38,424 
9tn Grade class size 6,825 6,825 6,825 6,825 
Book/Student Ratio in 9th Grade 5.73 3.75 1.88 5.63 

In comparing the number of textbooks received with the number of textbooks in stock 
and the number distributed to the students, the results of the study indicate that a total of 
651 textbooks are missing from the allocation of textbooks designated for ninth graders 
during that period. 
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TENTH GRADERS 

Of the 37,458 textbooks received for a class of9,140 tenth graders in 1997, 15,063 have 
been distributed and 21,351 are still in storage in the schools. Based on the available 
inventory in storage and the total number of textbooks distributed to the students, the 
books/student ratio is 3.98. 

Table 3.27 Textbook Inventory for Tenth Graders in the 69 Schools Visited 

Quantity Received Student Textbooks 
Teachers' Students' Ware- Distributed Total avail. 

Guide Edition housed 
BOUGHT 
IN 

TITLE 

Mathematics 1997 75 8,021 4,286 3,450 7,736 
Physical Sciences 1997 89 7,817 4,078 3,655 7,733 
French, Le Manguier 1997 70 8,675 4,834 3,582 8,416 
Natural Sciences 1997 55 9,425 5,276 3,733 9,009 
History/Geography 1997 0 3,520 2,877 643 3,520 
Total Textbooks for lOin Grade 289 37458 21,351 15,063 36,414 
lOw Grade class size 9,140 9,140 9,140 9,140 
Book/Student Ratio in 10th 4.10 2.34 1.65 3.98 
Grade 

In comparing the total number of books received with the number of textbooks in storage 
and the number distributed to the students, the results of the study indicate that a total of 
1,044 textbooks are missing from the allocation of textbooks designated for tenth graders 
during that period. 
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4. THE ADMINISTRATIVE PROCESS FOR TEXTBOOK 
MANAGEMENT AND DISTRIBUTION AT THE CENTRAL LEVEL 

The team analysed the administrative process for textbook management and distribution 
at the central level. The results clearly presented several instances in which different 
Ministers and several private local and foreign businesses have been involved in the 
textbook problem, but that there are a numerous shades of gray between these diverse 
entities. What is the primary objective? What are the concerns of each entity? What is the 
nature of the problems, and what are the risks, according to different viewpoints? Where 
do the roles and responsibilities of each entity begin and end? Who can help establish 
rules of play for all, given that the entities present requests for disparate and legitimate 
concerns, public and private? What are the various procedures to follow, and under what 
circumstances should they be followed? How is the coordination of textbook-related 
activities ensured, and by whose request? Does all the established internal monitoring 
allow for the prudent and effective management of the endowment of the State of 
Guinea? Lastly, is the business of textbooks administered with high respect for the six 
generally accepted principles of healthy management, which are the following: 
Transparency, continuity, efficiency, balance, equity and self denial? Is this carried out 
through the stages of the administrative process, including: planning, organization, 
management, monitoring the process, coordination and internal monitoring? 

Table 4.1 The Administrative Process at the Central Level 

TABLE 7 THE ADMINISTRATIVE PROCESS AT THE CENTRAL LEVEL ** 
The Internal Monitoring 
elements Coordination 
of Monitoring of Procedures 
manage- Management and Prudent 
ment Management 

Management 
Organization 
Planning 
[dark bars = documentation, 0% 25% 50% 
light bars = procedures] Not Satisfactory Somewhat 

Satisfactory 
SATISFACTORY 

75% 

VERY 

100% 

SATISFACTORY 

.. ** see ongmal for bars on bar graph 

Table 4.1 above will be cited frequently throughout this chapter and will be supported by 
secondary tables. A full argument has been provided in chapters two and three. The 
commentaries in this section rely largely on this argument and will support the theories of 
the analysis of the administrative process of textbook distribution and managem~nt. 
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At the MEPU, the responsibilities involved in textbook management vacillated between 
the expectations of two textbooks consumers, the DNEE and the DNES, and between the 
managers currently reponsible for raising them: the DAAF, the PASE, the SNIES, and 
the INRAP, to which should be added the SSP. One of the pivotal roles is currently 
played by the INRAP, who has been involved for a long time in the different aspects of 
textbook management [spelling error in original changed the meaning; this word choice is 
assumed correct] and who intervenes in almost all transactions of an instructive, logistical 
or commercial nature related to textbooks. Another pivotal role revolves around the 
SNIES, who directs the activities of the Projet Education ill financed by the ADB, OPEC 
and the Islamic Development Bank (IDB). 

It is therefore mostly through the request of the MEPU that the administrative process of 
textbook-related activities has been analysed. 

4.1 The Planning Stage 

The MEPU has established a national planning process prepared by the SSP. In its 
current form, this process does not have a uniform plan of action for the various 
departments and offices of the MEPU related to textbook management. The textbook 
planning activities are therefore formed internally on a project-by-project basis by each of 
the sponsors, and there is not a single instance in the Ministry which brings together all 
actions planned with and by the sponsors. The ST-PASE brings together some sponsors, 
but some are not found in this cooperation, such as the ADB. 

A unified national projection of the mid-term and long-term textbook needs does not 
exist; it happens that the sponsors finance the activities in their sector without consulting 
other agencies and, in doing so, create a redundancy of efforts like with the massive 
purchase of textbooks (Collection Ie Flamboyant) in 1997 for elementary instruction in 
French. Financing had already been arranged through a project funded by World Bank, 
and despite this, the MENRS and the Minister of Finance authorized a purchase of more 
than thirty-two million French francs (F 32,000,000) funded by the African Development 
Bank (ADB). The purchase agreement was agreed upon directly, with no request for 
proposal and no consultation with the different offices of the Ministry and the other 
sponsors (MENRS, 1997b, 1997c, 1997d, 1997e and 1997f). 

As mentioned in Chapter 3, the Ministry did not have a single budget line in its budget 
for the purchase of textbooks or for the funding of textbook management-related 
activities. All the budgets from 1990 until now have been checked. The research team did 
not see a single planning document except for those textbook acquisition, production, 
distribution and utilization projects which were financed by outside organizations. 
Regarding the conservation and improvement of textbook management at the school 
level, the remarkable activities the MEPU has started to achieve in this area should be 
highlighted: the Textbook Summit (lNRAP, 1997), the creation of textbook management 
committees in every school in the country, (MENRS, 1997; MEPU, 1997 and 1998), an 
instructional seminar for textbook management committees. Nevertheless, if certain 
people could have explained to the members of the research team what activities are 
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coming and how they will take place, for example, how the money accumulated from the 
IRE will be spent, they would have shown that nothing at all exists on paper and no 
procedure has been written. There is no planning process. In verbal planning such as this, 
none of the principles of healthy management, including the following: transparency, 
continuity, efficiency, balance, equity and self-denial, is sure to occur, despite good 
intentions. 

Table 4.2 Plans for Textbook Management 

Elements to be considered Supporting 
Documentation 

y N y N 
Existence of planning process N N 
Definition of objectives Y Y 
Evaluation of the nature of eventual problems (risks) N N 
Identification of strategies Y Y 
Deadlines, responsibilities and costs N N 
Size of the committee and the nature of the work to be N N 
done 

If a planning process existed in the MEPU, Operation "Flamboyant" would have 
unraveled differently and with less outward discontentment than the research team was 
able to ascertain from the teachers and the parents at the grass roots level regarding 
everything from the money-lenders to all levels of school administration. 

It is in the lNRAP charter that the most documentation related to textbooks and all 
objectives pursuant to textbooks are found. However, nowhere in this document is the 
word distribution mentioned. The Section edition scolaire and the Division des 
publications et des ressources documentaires(DPRD), which is about textbook 
distribution and evaluation, has no official mandate in that sense. The research team was 
otherwise not able to find a single evaluation of the nature of the problems to be handled 
as publisher or distributor either in the lNRAP or elsewhere in other departments and 
offices. The Minister is currently applying a new strategy for increasing textbook 
accessibility, but this strategy, commendable as it is, does not spring from a plan and 
budget which have been developed by the Ministry and which will be taken over by the 
Ministry's office and budget. 

There are no personnel officially posted to the DPRD, with the exception of the leader of 
the division and the leaders of each section. Part of the work effectively executed by that 
division has not revealed its mandate. There is no uniform plan for textbooks at the 
MEPU. There are actions planned in different offices or departments, but they are still not 
reconciled one with another. 
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4.2 The Organization Stage 

The assignment of human resources has not been completed in the offices of the MEPU 
excepting the management staff: managers, division leaders and department heads. The 
distribution deadlines under the responsibility of the INRAP are generally largely 
surpassed, which explains the large quantities of textbooks in the schools that have no 
relevance to the size of the current classes. Delays accumulate from the beginning of the 
acquisition process. Quantities are not brought up to date. There are no documents 
specifying the procedures for all these activities, with the exception of circulars coming 
from the Cabinet. The INRAP charter makes no mention of its role in matters of textbook 
distribution. The School Publishing Division is primarily concerned with activities which 
are not even mentioned in the charter. Textbook inventory disappears from warehouses in 
large quantities and are found for sale on the open market, despite inscriptions on the 
cover page that the book is the property of the Ministry. 

Table 4.3 The Organization of Textbook Management 

Elements to be considered Supporting 
Documentation 

y N y N 
Adequacy and justified appropriation of human, material N N 
and financial resources 
Di vision of tasks and responsibilties N N 
Realistic deadlines N N 
Constant vigilance N N 
Protection against the unpredicted N N 

Despite the preceding negative comments, there are also positive actions in the plan of 
organization. The preparations already established for the textbook management 
committees in the schools and the preparation of the international request for proposals 
are a few examples. This information is communicated in writing and on the radio. 

Textbook inventory is supervised at port by the Division des publications et des 
ressources documentaires. Currently, the surplus textbooks not shipped to the schools are 
stored in three warehouses under the supervision of the INRAP's. Two of these 
warehouses are totally inappropriate. A large quantity of books deteriorate in these 
warehouses. The books will never be in the hands of the children. A public request for 
proposals for distribution has been published. The exact quantities of textbooks are given 
to the distributors under contract for delivery to the schools or in the sub-prefectures. 
How is it that professional educators are the management staff for logistical activities of 
national scope? There is another category of professionals for those tasks; they can be 
found in the distribution and transportation industry. To each his own. 

It is the INRAP who is in charge of the coordination and distribution. It is there where the 
receiving records coming from the schools are processed and compiled. The INRAP then 
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transfers these compiled records to the ST -PASE for authorization of payment to the 
transportation company. 

Will there be any inventory of textbook distribution and management resources to 
organize? The research team believes so. 

4.3 Operations Management 

Table 4.4 Management of Textbook Administration 

Elements to be considered Supporting 
Documentation 

y N y N 
Decision-making process governing all actions to be taken N N 
to complete to desired objectives 
Coherent workin.Q;-up of resources N N 
Research of the balance of means in spite of the imperfect N N 
character or limits of available resources 

Management methods of the MEPU regarding the operations management of textbook 
distribution and administration do not really allow the needs to be met and the desired 
objectives to be attained. The methods vary according to the demands of the projects and 
the money lending agencies. The Ministry does not have its own written policy, nor does 
it have written procedures detailing each of its operations from beginning to end. 

The diversity of the structures involved does not favor decision-making, a coordinated 
effort and good communication. The group as a whole has no cohesion. It is structured in 
such a way that decisions can be made on matters of textbooks without it being 
coordinated by a single person. The decision-making process used does not generally 
involve a risk evaluation for important decisions. The team found no well-defined or 
written decision-making process regarding textbooks. 
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4.4 Operations Management and the Concept of Prudent 
Management 

Table 4.5 The Concept of Prudent Management in Textbook Management 

Elements to be considered Supporting 
Documentation 

y N y N 
Measures taken to evaluate consequences of actions taken Y and N Y and N 
to distribution operations 
Fair balance between risk and prudent management N N 
Existence of principles for regrouping and consulting N N 

Since all important decisions on textbook acquisition and distribution are generally made 
within the framework of large projects, all pertinent official documentation exists to 
justify the act in itself. It is the lack of coordination between projects that allows 
decisions that end up redoubling other efforts. There are no measures taken to evaluate an 
action's consequences on textbook distribution or management. In addition to the lack of 
coordination, there is the fact that large-scale operations are entrusted on persons or 
organizations who have neither the talent nor the responsibility to handle them. Since 
1990, there have been many losses of books and of funds recovery. Now that the MEPU 
anctthe sponsors have the necessary backing, they will be in a position to be able to judge 
the results. 

4.5 Monitoring the Management Process 

Table 4.6 Monitoring the Textbook Management Process 

Elements to be considered Supporting 
Documentation 

y N y N 
Existence of mechanisms for monitoring and revising in N N 
the management process 
Evaluation mechanism for comparison with expected N N 
results 
Examination procedure for the return to the planning N N 
exercise and to the recommendations 

Aside from the internal monitoring mechanisms which will be reviewed in detail later, 
are there general monitoring policies for the management of the administrative functions 
of textbooks distribution and management? Not a single policy exists in that sense at the 
MEPU. If it had existed, an evaluation of the system of textbook distribution and sales by 
private distributors could have preceded the adoption of another system. By this same 
token, the experimental system used by Aide et Action for the recuperation of funds in 
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the school communities would have received an equal evaluation. This last system has 
the notable quality of possibly perpetuating the replenishment of textbook inventory. 
Without an evaluation, no one will ever knOW. If such an evaluation had been done, an 
exhaustive and detailed list of the accepted textbooks would have been found, a list such 
as the study started to formulate (appendix 5) and which had already been suggested in 
1991 (OCED, 1991). If it had existed, there would be statistics and comparisons of the 
various distributions, the sales by the private sector and the textbook inventory in 
warehouses and schools. Since it does not exist, there are no written procedures for 
quality control in the publishing process, various distributions and the warehouse 
holdings. There is no written system either, relative to the monitoring of personnel, 
security, theft and crime, use of the equipment, etc. 

4.6 Coordination of Activities 

Table 4.7 Coordination of the Textbook Management Process 

Elements to be considered Supporting 
Documentation 

y N y N 

Actions taken to coordinate the elements, in order to Yand N Yand N 
synchronize efforts and the utilization ofthe organization'S 
resources, to achieve the desired objectives 
Administrative action which is manifested in the interior of N N 
each element of the administrative process 

There is a coordination effort to link the stages of the administration of the distributive 
process with textbook management. It is the role of the ST -P ASE to coordinate activities 
financed by certain sponsors. Once again, the problem rests in the fact that the sponsors 
are not included in the coordination process and in the fact that other departments or 
sections serve as intermediaries and proxies for the sponsors. As long as the MEPU will 
tolerate this situation, there will not and cannot be efficient and sustained coordination in 
the adminsitrative process for textbook distribution and management. 
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4.7 Internal Monitoring 

Table 4.8 Internal Monitoring of Textbook Management 

Elements to be considered Supporting 
Documentation 

y N y N 
The body of established measures and procedures allow N N 
directors to manage in a reasonable and prudent manner 
Protection of resources and the State endowment N N 
Respect for the principles and standards of healthy N N 
management 

It cannot be affirmed that a collection of measures, procedures and systems exists which 
guarantees the protection of resources and of the endowment from the State. Generally 
speaking, the means established by the directors of the MEPU to predict and detect 
irregularities and errors have been ineffective since 1990. Few procedures have been 
systematically established to guarantee that the six principles will be respected: 
transparency, balance, equity, efficiency, continuity and self-denial. A good system of 
internal monitoring should be comprised of the following elements: the adequate division 
of labor, an authorization policy, management procedures, a viable information system 
(computerized), a restricted access to valuables and other administrative controls. 

In the Minsitry's warehouses, no one could present us even one inventory of stock. They 
were inexistent at the time of our visit. The team proceded to try to find a specific title, 
recently acquired and distributed. The chosen title was a book of seventh grade French of 
the Collection Le Manguier. 
Purchase financed by World Bank 39,830 copies 
Purchase financed by the ADB 2,000 copies 
Total purchase 41,830 copies 
Received in the schools according to the goods received verified by the INRAP and by 
the ST-PASE: 

. 25,170 copies 
In stock in the INRAP warehouse on June 20, 1998: 2,434 copies 
Subtotal schools + warehouse: 27,604 copies 
Books not under any monitoring system: 14,226 copies 
[sic] 
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Chapter 5 
Strenths and Weaknesses 

It is convenient to say, referring back to the preceeding chapters, that the production, 
acquisition, distribution and management of textbooks in Guinea brings together many 
different entities: the Ministry of Education, international institutions (sponsors), NGO's, 
teachers, APEAE's, the parents of the students, the students and private enterprises. 

Since 1990, this interaction has resulted in a certain dynamic which favors the 
introduction of large quantities of textbooks. What constitutes a real strength is the 
current system of teaching, at least with regard to the situation of scarcity of textbooks 
prevalent in the 70's and 80's. However, it is fitting to mention that the weaknesses tied 
to that same introduction of textbooks exist and that they limit, to a certain degree, the 
qualitative growth and strong rationale for the positive effects of that effort. 

It will therefore be a question of proceeding in the lines which follow the strengths and 
weaknesses tied to the different operations of textbook distribution and management 
taking place in the primary and schools (public) and the secondary public schools of the 
first cycle between 1990 and 1998. 

More precisely, it will have to do with the examination of the primary aspects, both 
positive and negative, of the stages of planning, organization, management, execution 
and the internal monitoring of distribution operations done during this period. Although 
some of these strengths and weaknesses are already discussed in more detail in the 
preceeding chapters, it appears useful to recapitulate in the present chapter. 

5.1 The Planning Stage 

The national education budget has been increased in all areas with the object of 
improving the level of learning, the qualification of the teachers and their available 
number so that the inequality between genders and regions could be reduced. Since 1990, 
more than 3.8 million books, 2 million of which were just for 1997 and 1998, have been 
introduced into the educational system through endowments or loans. The value of these 
textbooks and the cost to train the teachers on their usage rose close to US$15 million. 
Therefore,.it seems clear that the investment designated for textbooks is proof that, from 
now on, different authorities in the ministry of education and. the sponsors take an interest 
in intstruction reinforced with documentation. 

However, this universally remarkable result hides weaknesses and insufficiencies linked 
to the planning stage: 

- Despite the increase in the amount designated in the national budget for the education 
sector over the course of the decade, it is surprising that a specific budget entry (line 
item) is not alloted for textbook acquisition. 

- In extrapolating the summary of the field study, it was found that there were 2.7 million 
textbooks in the country's schools, of which 2 million were distributed in 1998. 
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The absence of a textbook recycling policy for the textbooks sold to the students has 
caused more than 2/3 of the textbooks distributed between 1990 and 1997 to leave the 
system. 

- It came to the attention of the researchers that, in some of the schools visited, there had 
been no systematic evaluation of the contents of the official textbooks in use with regard 
to the current teaching programs. Some secondary school teachers pointed out to the 
researchers the inadequacy of the content of a good part of the content [sic] of some 
textbooks with regard to the teaching programs currently in use. To be scientifically 
valid, however, this concern should be supported by an evaluative study. 

- The void created by the absence of the teachers' guides for the textbooks distributed in 
1997 and 1998 (the last shipment), and the lack of an endowment for teachers' guides for 
the Le Flamboyant and Le Manguier seriess are gaps in the planning stage. 

Seminars on gearing down instruction (in succession) for teachers on the use of the 
textbooks in these series will no doubt be insufficient to achieve the stated goal, since 
ther~ are no teachers' guides to accompany these short-term courses. 

- From a maintenance point of view, much effort has been put into the investment in 
school infrastructures and the provision of furniture (storage units, bookcases, school 
desks), notably during the PASE I. But the lack of furniture construction standards and 
compatibility of the existing models (produced by the SNIES) considerably limits 
textbook preservation conditions, as well as the effectiveness of actions taken regarding 
optimal teaching standards. 

In matters of planning, it should be mentioned again that there is no coordinated planning 
process in the different ministries and departments involved in textbook acquisition, 
distribution and management. There are few planning documents, aside from those for 
projects financed by sponsors. The results cited earlier were mostly obtained through 
plans found in sponsors' projects. "Polycephalus" planning, or planning by "putting 
heads together" will be discussed later. 

5.2 The Organizational Stage 

The staff at the central level, in most, if not all, departments involved in textbook 
distribution and management, is underutilized, except for management. This naturally 
makes the organization of textbook management and distribution activities ineffective. 
There are no documents which detail precise procedures to follow in order to put these 
theories into practice (for the different distributions) with the exception of circulars 
originating from the ministerial cabinet. 

The acquisition and distribution deadlines are largely missed, sometimes even by a year. 
For example, for textbook distribution from 1990 to 1993, if the acquisition or 
distribution process had been generally planned, then receiving, warehousing and 
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distribution operations had numerous gaps. This is in addition to the fact that books 
acquired in 1989 were not widely distributed until 1992, despite attempts in 1990 and 
1991. 

It should also be noted here that the INRAP, throughout its scholastic publishing division, 
is currently involved in distributive operations and textbook management, which is not 
mentioned in Law 95/347IPRG/SGG which determined the INRAP's focus and 
organization (see appendix 13). 

5.3 Management 

There is no written documentation describing a unified course of action for attaining the 
desired objectives for distribution. This leads to a lack of cohesion between the various 
departments of the Ministry involved in textbook distribution and management. The same 
goes for balance of means utilized. All seems to indicate that important decisions are 
often made without a good evaluation of the possible consequences for distribution 
operations. For example, it was decided that a certain sales and distribution system would 
be passed up in favor of a distribution and rental system, before the first system was even 
evaluated. In another example, the decision to create textbook management committees 
was made without first analysing how this new group would coexist with the APEAE. In 
addition, it was decided that funds from rental fees should be deposited at the IRE, 
without taking into account the large distance between the IRE and the schools, which is 
contrary to all policies of decentralization. 

5.4 Process Monitoring 

If textbook acquisition procedures could be found, the research team was not able to 
attest to the existence of monitoring devices in the system and the means to change 
procedure nor a mechanism to evaluate the system in comparison with the expected 
results. However, evaluation and distribution activities are sometimes conducted, even if 
not within the system of process monitoring. 

5.5 Coordination of the Process 

There is no national structure coordinating all textbook acquisition, distribution and 
management activities. Some activities are coordinated by the PASE and the INRAP, 
while others are conjointly managed by the SNIES and the INRAP. 

In addition, the roles and responsibilities of each of the departments or offices does not 
seem to be understood. This is mostly due to isolated actions conducted without actual 
consultation and without any legal structure. 

It should also be noted that the sponsors cautioned the Ministry on its production and 
logistics activities. This is true of World Bank, USAID (for the brochures in the NFQE 
project), the ACDI (for the Visual African Dictionary) and UNICEF (for the manuals on 
NAFA centers). These organizations have produced or distributed books and other 
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reference documents (or are expecting to do so) through the channels of the Ministry's 
administrative structure, not through the private sector. This naturally does not contribute 
to book development in the private sector. Moreover, it encourages the Ministry to be 
concerned with economic activities which do not interfere with its normal duties. This is 
in contrast to the policies of the Guinean government, which is engaged in progressively 
turning over all activities of textbook production to the private sector. 

5.6 Internal Monitoring 

There are numerous gaps in the steps and procedures which could allow managers to 
handle textbook management and distribution operations in a prudent and reasonable 
manner. These gaps leave the door open for possible embezzlement as well. The research 
team was able to find that on the Madina market, copies of the Flamboyant and Manguier 
series were sold at nearly every table selling school supplies, even though the distribution 
system adopted for these two series was a rental system. 

In some schools, notably the rural schools, the reimbursement penalties levied against 
every student who lost a book were so severe (GFr25,OOO, while the book cost GFr2,000 
to 3,000 at the Madina and Conakry markets) that some parents abstained from renting 
textbooks. 

We should also note that there were imperfections in the packaging of the textbooks 
distributed in 1998. In fact, the quantities shipped to certain schools did not at all match 
the current class sizes (higher or lower) or the grade levels of the existing students. 

In terms of evaluating the adminsitrative process of textbook management, it seems there 
is a general weakness with respect to the principles and standards of healthy management 
during the period studied by the research team. 

The Ministry flirted with a policy of progressive disengagement from textbook 
production and distribution, through negotiations with private distribution enterprises 
(Soguidip, Ma Bougie and Sodil). 

The system of distribution and rental, the latest distribution system, allowed only the 
distribution of textbooks to the schools. Transportation was handled through private 
companies. 

In the field, the research team was able to say that in all the schools visited, the arrival of 
the textbooks brought about as much enthusiasm as much from the students and teachers 
as from the parents of the students and the APEAE. 

In some prefectures, teachers have been instructed on the use of Flamboyant, while in 
others this instruction is in progress or has been planned. However, given that the teacher 
training departments are not granted textbooks, the students' books are used instead. 
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In conclusion, the absence of a planned and integrated textbook policy still weighs 
heavily on the perpetuity of and the application of modem methods of efficiency to all 
involvement in this area. This weakness did not just impede the more efficient 
introduction of textbooks produced abroad and designated for teaching in Guinea-it 
also, for lack of a better strategy, hindered the establishment of optimal pricing structures 
for national production. While, in the secondary schools, the objective of providing each 
student with a textbook was more than 80% fulfilled (since 1997), it has been less than 
20% fulfilled in primary schools. And if the three approaches to distribution were equal 
in how well they sent the books to the schools, there is limited equity in textbook usage. 
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6. PROJECTIONS FOR TEXTBOOKS AND OTHER WRITTEN 
RESOURCES 

Following the Conakry Summit in May of 1997, the lNRAP published a summary report 
on the textbook summit (lNRAP, 1997). This report contained a compilation of activities 
to complete in the area of didactic material, including textbooks and other written 
resources. The projections presented here are, for the most part, extracts of the aforesaid 
document and are created following interviews with representatives of the sponsors and 
the national directors of education. 

The production and acquisition of textbooks and other written resources for the period 
1998-2000 are indexed by source of funding. This has to do with the fact that the 
government's contributions in the textbook division is practically nonexistant (see note 
2.4 of this report). The planning elements of the sector's activities essentially spring from 
projects of funding agencies. After the identification of the national needs as they relate 
to the national structure, planned activities, such as budgeting, are handled by financial 
agencies. This practice is likely to limit the involvement of national institutions in the 
process and to confine then to a simple executive role. This practice equally limits the 
assignment of responsibilities within the national structures. 

As long as the Ministry will not get involved in the long-term planning for its own 
textbook needs and in the gradual assumption of expenditures related to textbooks, we 
cannot talk about perpetuity and the viability of the division. It will therefore be 
necessary to engage in unified actions to ensure a better national takeover of 
responsibility. However, perpetuity and viability of actions to undertake are the major 
objectives as much for the government as for the sponsors. It is wished that a better 
coordination of activities be assumed by ONE national institution responsible for the 
needs and for the system of textbook approval. The establishment of a national textbook 
policy will be likely to close the gaps with regard to both the local structures and the 
funding agencies. 

The mechanisms for intervention by the funding agencies differs in the framework of the 
current phase of reformation in the Guinean educational system. These mechanisms, like 
the expected interventions, will be briefly described in the following section. 

6.1 Projects under financing by the World Bank 

The World Bank has already been involved in the acquisition of textbooks for the first 
cycle of secondary school. In the future, the involvement of the World Bank will be 
concentrated essentially at the elementary teaching level for a total of 2,362,029 
textbooks, including teachers' guides for each title. It is planned that the textbooks will be 
written domestically by national authors and that the publishing and the printing of the 
students' books will be handled abroad, through an international request for proposal. 
The teachers' guides are supposed to be written and produced domestically through a 
domestic request for proposals. 
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Table 6.1 Textbook Provisions Funded by the World Bank for 1998-2000 

No. Discipline Quantities Mode of execution 
1 Arithmetic 1 SI JU"ade 247,927 Local Conception 
2 Arithmetic 2M grade 142,746 Local Conception 
3 Arithmetic 3'0 grade 120,238 Local Conception 
4 Arithmetic 41h grade 96,191 Local Conception 
5 Arithmetic 5th grade 94,412 Local Conception 
6 Arithmetic 6m JU"ade 85,829 Local Conception 
7 Sensory exercises, 1 st, 2na JU"ades 390,673 Local Conception 
8 French 1 sl grade 247,927 Local Conception 
9 French 2"tl grade 142,746 Local Conception 
10 French 3FO grade 120,238 Local Conception 
11 French 4m grade 96,191 Local Conception 
12 French 5'n grade 94,412 Local Conception 
13 French 6'n grade 85,829 Local Conception 
14 Observatory sciences 3'0 grade 120,238 Local Conception 
15 Observatory sciences 4m grade 96,191 Local Conception 
16 Observatory sciences 5m grade 94,412 Local Conception 
17 Observatory sciences 6m grade 85,829 Local Conception 

Total 2,362,029 

The involvement of the World Bank will be handled through the technical secretariat of 
the PASE, who will supervise the execution of activities funded by credit agreement. 
Contrary to its mode of intervention within the framework of the P ASE I, the World 
Bank credits are located outside the macroeconomic adjustment framework. The credit 
agreement for education will not depend on macroeconomic indicators, but it will depend 
on criteria specific to the educational sector. 

6.2 Projects Under Funding by the African Development Bank 

Table 6.2 Textbook Provisions Funded by the African Development Bank for 
1998-2000 

No. Discipline Quantity Mode of execution 
1 History-GeoJU"aphy 3rograde 106,595 Local Conception 
2 History-Geography 4m grade 42,400 Local Conception 
3 History-Geography 5th grade 34,206 Local Conception 
4 History-Geography 6th grade 33,128 Local Conception 

Total 216,329 

The contributions of the African Development Bank will be used for textbooks not 
purchased through the World Bank credit agreement. The credits from the African 
Development Bank are handled by the National Service for School Construction and 
Equipment. The ADB credit is used in the area of the Projet Education III financed by the 
ADB. It should be noted that other intermediaries, such as the Organization of Petroleum 
Export Countries (OPEC) and Saudi Arabian funding, use the same management 
mechanisms as the African Development Bank. 
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6.3 Projects Under Funding by USAID 

The contribution from the USAID for education reforms in progress is a gift of the 
American Government under direct supervision (USAID, 1995). Its mode of 
management, such as the placement of conditions on spending, are consequently, 
different than if funds were obtained from credit to be reimbursed. The involvement of 
the USAID in the framework of the P ASE II is handled through the NFQE project, which 
is managed by an American executive agency which ensures the execution of different 
monetary outlays through coordination with the technical Secretariat of the PASE. 

USAID involvement in the division of textbooks and other educational resources 
anticipates domestic writing, publishing and production of brochures on French, 
mathematics and science for elementary education, as well as posters and pamphlets for 
the teachers. The production is outlined in a multimedia strategy for teacher instruction 
and the expansion of the students' body of knowledge. The production of written 
documents to support radio transmissions designed for teachers and students has also 
been anticipated. Textbook writing will start in 1998, while textbook production, 
propagation and distribution will be launched in 1999. 

Activities in the textbook endowment division for the next three years will be mostly 
concerned with writing textbooks and producing them endogenously. In total, it is 
anticipated that 2,578,358 textbooks and numerous brochures for elementary education 
will be distributed-a quantity of close to 4 million documents to be distributed to an 
estimated student population of 600,000 children (1996-1997). This makes a 
books/student ratio, for books distributed, in the neighborhood of 7: 1. These facts call for 
a better coordination of actions, and the establishment of efficient structures which will 
effectively put plans into practice, just as they call for clear, precise procedures which 
spring from a national textbook policy of consensus. In the current state of the Ministry's 
structures, it is not possible to expect that this work could become the responsibility of 
the public sector. It is hoped that the execution of activities will once again be entrusted 
to the private sector and that the role of the Ministry regarding the monitoring and 
approval of textbook matters be reoriented. 

It is usefuf to emphasize that the projections concern only elementary education. The two 
cycles of secondary education (1 st and 2nd cycle) are not taken into account. Shouldn't the 
purchase of textbooks already provided to the first cycle of secondary school cover the 
second cycle? It would have been good to plan textbook acquisition to cover both 
primary and secondary education. This would prevents students who arrive at the end of 
the cycle from lapsing from their good study habits and their proper textbook usage 
because of a lack of books. It should also be observed that with the rental fees set at 
GFrl ,000, a cash reserve to replenish textbook inventory cannot be accumulated. Without 
a source of income with which to ensure the perpetuity of textbook inventory, it would be 
already necessary to come up with another alternative. This justifies the need for the 
MEPU to have its own long-term planning (10 years) in matters of textbook needs. This 
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planning should take into account not just class size predictions, but teachers, student
teachers, trainers, and consultants and others who are part ofthe MEPU. 

An examination of the predictions of the need for textbooks and other educational 
resources reveals that the production of elementary level French, arithmetic and 
observatory science textbooks have been provided for through the funding of the World 
Bank, while pamphlets for these same subjects will be produced through the funding of 
the USAID. In addition, a distribution of elementary French textbooks is in progress. 
These textbooks will still be available in the schools for the next three or four years 
(1998-2001). It would be useful to pro cede with a coordination of interventions in that 
sector, while forming a unified plan for those involved. The plan presented brings to light 
the risks posed by the redundancy of efforts draining resources at the elementary level, 
though the Middle School and High School levels are not taken into account. These 
different elements will bring to light the internal operations planning problems as well as 
the planning problems of the outside agencies. 

One other unique trait of the projections for production is the fact that the various 
productions are slated to be written domestically. It will be useful to know which are the 
local organizations (public or private) who should take responsibilty of the slated 
textbook writing, as well as the implications of the editorial decisions to be made. 
Experience to date has shown that publishing done through the public sector considerably 
slows production, raises costs and delays distribution. 

It is important to realize that every year that a textbook is late in reaching the classroom 
diminishes its instructional quality, increases the number of losses and redundancy of 
efforts, and increases in itself the cost of education. It will be more expensive to the State 
if students then have to repeat a year of school. The system's efficiency is affected. 

It should also be noted that the effectiveness of the local private sector for textbooks has 
been reduced due to the problems tied to its financing or legislative matters and customs. 
It is wished that the aspects of the conception and writing, production and distribution of 
textbooks and other educational resources be entrusted to the private sector in order to 
minimize losses, delays and costs. The public sector will continue in the proposed areas 
of monitoring and product quality, as well as the proper execution of the various 
activities described in the program for each intermediary. The organizations in the 
Ministry will focus on instructional activities as well as on quality control activities and 
the execution of activities which support the instructional process. 

MEPU I USAID I AED July 1998 85 



Analysis of Textbook Distribution 
and Management in Guinea 

Chapter 7 
Recommendations 

7. RECOMMENDATIONS 

The general situation, verified since 1990, as much in the field study as in the study of the 
central administration, shows various gaps and an absence of consultation and 
coordination between all entities directly or indirectly involved through the textbook 
division in Guinea. The result is that the primary objective envisioned by the Ministry, to 
provide each student Guinea reliable access to textbooks, has never been achieved 
because of obstacles which spring from, essentially, a lack of policy in the textbook 
division. Just as the entities involved in the textbook situation relieve the public sector as 
much as the private sector, as well as the different ministries, it is evident that the 
solution to this problem does not just revolve around the MEPU. It brings together all the 
intermediaries, in a cooperative and truly voluntary manner, to work synergistically 
where each performs its own role in its own sphere. 

The desire exhibited by the national authorities and the sponsors in textbook matters is 
conveyed by contributions of 4 million books since 1990 representing a total of around 
$US 15 million. This effort was accomplished with enormous difficulties as highlighted in 
chapters 2, 3 and 4. In comparing the investments in textbooks to the recorded results, it 
was found that resources and time were wasted, a circumstance which could be avoided 
in the future. 

Relying on the results of the study, on the recommendations issued from the symposium 
(see the appendix at the end of the report) and on a comparitive analysis with the 
experiences of other countries, the research team was able to make a long list of 
recommendations covering all activities related to textbooks. These recommendations 
encompass textbook acquisition, publishing, production, distribution, utilization and 
protection-in fact, everything related to textbook management. The study found that, 
since 1991, the Ministry has needed to produce a national textbook policy (OCED, 1991; 
Sofeg-MEPU, 1994; lNRAP, 1997). Since then, activities in this division have continued 
without such a policy, but with substantial losses. In order to avoid falling back into old 
wasteful patterns, the research team suggests attacking the problem at its root: establish 
and put into practice a national textbook policy. The list of the symposium's 
recommendations contained in the appendix at the end of the report can serve as elements 
to consider for a future policy. 

For the formation of this policy, the research team recommends: 

THAT the Ministry of Pre-University Education, in collaboration with the Ministry of 
Technical and Professional Education, the High Ministry of Education for Scientific 
Research and the Ministry of Communication and Culture, should demonstrate to the 
government that a national textbook policy should be established and put into practice; 

THAT the sponsors should help the Ministry present its case to the government; this 
assistance could take the form of a rough-draft produced in collaboration with the 
Ministry and which would serve to sensitize other agencies; 
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THAT an inter-ministerial and mixed (public and private sectors included) technical 
committee be established, bringing together all participants in the textbook industry; this 
committee should have as its objective to draft a unified plan for a national textbook 
policy; 

THAT the sponsors help the Ministry in its efforts to cooperate with its private partners 
on textbook matters; their common strategy can be integrated into the eventual rough
draft of the national textbook policy, by wider definition; in addition, this document 
would explain precisely many unclear stages in the textbook cycle, from its conception to 
its usage in the classroom to its preservation. 

The research team had to examine the information available which could serve in the 
establishment of a national textbook policy. It should be noted that the important part of 
the information is available in a study pubished in 1994 and the present study. The 
research team feels that in 12 months, with proper management of the project and with 
sustained political intent, it is possible to produce a draft of a national textbook policy in 
Guinea. Subject to verification, the Agence de la Francophonie will have an aid program 
for the establishment of a national textbook policy for the members of the agency. Guinea 
is a member of the AF. 

To aid with the revival and maintenance of national enthusiasm and intent, the sponsors 
will have a role of prime importance to play. They should, in the first stage, continue the 
activities in progress in the textbook sector by entrusting recurrent tasks to the private 
sector. In the second stage, it is hoped that all new intermediaries involved in the area of 
textbooks be conditioned to the preliminary production of a national textbook policy. 

For the textbook orders already placed, the research team recommends: 

THAT an amendment be negotiated, against future consideration, with the suppliers 
already retained, so they themselves can take charge of the distribution to the schools, 
and so that all phases of distribution be executed, with the exception of governmental 
departments. The ST-PASE or the DAAF should establish the necessary monitoring 
before authorizing payment. The research team found one of the current suppliers under 
contract. This supplier was amenable to the idea. 

Lastly, the research team recommends: 

THAT the report from the textbook Symposium in 1998 be broadcast and distributed to 
all participants and all persons and organizations invited. Some organizations who were 
not able to be represented at this symposium have expressed a desire to receive a report 
from that day; 

THAT a textbook symposium be held every year on March 20, in order to continue the 
work of the Textbook Summit in 1997 and the Symposium 1998. This day could be 
emphasized through various activities. 
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The report from the synopsis of the Textbook Summit on May 20, 1997 (INRAP, 1997, 
p.11) listed eleven recommendations. The MEPU should be congratulated on having put 
into concrete form the first ten, nine of which concerned the composition of textbook 
management committees. The eleventh recommendation, to envision in the near future 
the drawing up of a national textbook policy, has remained unread to this day. However, 
this policy will simultaneously regulate numerous problems. 

In addition to these priorities, the research team also drafted other recommendations 
which can be found below. For the most part, these recommendations seek to correct one 
action at a time. If the decision makers choose to concern themselves only with these 
recommendations, without establishing a national textbook policy, they would choose at 
the same time to maintain the status quo. The team has indicated, for each further 
recommendation: 

• In which stage of the administrative process of textbook management it is situated; 

• In which phase of the textbook cycle it should apply; 

• To whom it addresses. 

The team also restates that the participants of the Symposium of July 2, 1998 have 
developed, for each stage of the administrative process of textbook management, three 
high-priority recommendations. According to each case, these recommendations belong 
with one of the phases of the textbook cycle and to one entity in particular. These 
recommendations can be found in the Report on the Activities of the Symposium in the 
appendix at the end of this document. 

Manage- Secondary Recommendations Cycle of the Level of 
mentStage Textbook Intervention 
1. Planning THAT the annual investigation of the SSP take back, completely, ALL 1. MEPU 

textbooks given to each school. Student textbooks, teachers' guides, reference Acquisition 
books. Title by title. 

1. Planning THAT the MEPU, in collaboration with the other ministries involved and 1. MEPU 
with the sponsors, ensures that the Government be the signatary and apply the Acquisition Sponsors 
Convention of Florence and the Protocol of Nairobi regarding the free 
circulation of cultural goods and their input 

1. Planning THAT every new textbook acquisition or production must include the 1. MEPU 
corresponding teachers' guides in sufficient quantities. Acquisition Sponsors 

1. Planning THAT the textbook quantities ordered be in direct proportion to the class size 1,2 MEPU 
projections and that they are rounded up, including in the count the teachers Acquisition Sponsors 
at that level, the school directors, all the educational staff, the students and Distribution 
trainers in the EN!' s as well as the libraries. 

1. Planning THAT the tasks for distribution to the schools be included in the requests for 1,2 MEPU 
acquisition or publishing proposals. Acquisition Sponsors 

Distribution 
1. Planning THAT all textbook activities, from the conception to the distribution to the 1,2 MEPU 

users be the responsibiltiy of the private sector. Production Sponsors 
Distribution 

1. Planning THAT precise packaging conditions be specified in the requests for 1,2,4 MEPU 
proposals: maximum size and weight of the cartons, books sealed in plastic, Acquisition Sponsors 
boxes covered in a clear, plastic heat-protective and heat-resistant coating. Distribution Suppliers 

Protection 
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1. Planning THAT textbook protection be taken into account when fixing standards for 
school construction and furnishing. 

1. Planning THAT the roles and responsibilities of each member of the management 
committees be made clear. 

1. Planning THAT the possibility of using local NGO's for gearing down the training for 
the management committee members be considered: Aide et Action/Coastal 
Guinea; World EducationlMiddle Guinea; Save the ChildrenlUpper Guinea; 
Plan GuineelGuinean Forest Region) 

1. Planning THAT the MEPU create, in its annual budget, a new budget line titled 
"Textbooks" for the recurrent expenses of textbook acquisition, distribution, 
utilization and preservation. 

1. Planning THAT an evaluation be conducted for each entity on the nature of problems 
that occur related to textbooks and concerning that entity. 

1,2 THAT the sponsors use professionals from the private sector to ensure the 
Planning distribution or the production of textbooks or brochures for the completion of 
Organizing their projects, in lieu of going back to the public sector. 
1,5 THAT the coordination between sponsors and the MEPU be improved in 
Planning order to make best usage of the sponsors' assistance at the level of the schools 
Coordination themselves. 
2 THAT the shipping companies' textbook delivery schedules for each 
Organization prefecture and sub-prefecture be announced in advance in writing and on the 

radio. 
2 THAT hereafter the distribution system be called the Textbook Lending 
Organization System with an annual payment of GFrl ,000 per child. 
2 THAT sample textbooks and teachers' guides be distributed to the directors 
Organization of the IRE's, DCE's, DPE's and DCE's [sic] involved. 

2 THAT the role of the DPE in the textbook management and distribution 
Organization process be specified: monitoring deliveries to the schools, repair days, annual 

inventories, needs for textbooks and teachers' guides. 
2 THAT the list of agreed-upon books (with the exact titles) for the following 
Organization school year be published every year in May, then indicating price of each 

book. 
2 THAT funds generated from textbook rental be deposited in accounts in the 
Organization name of the school's Textbook Management Committee as close to the school 

as possible. 
2 THAT an annual training session for members of the Textbook Management 
Organization Committees be arranged. 
2 THAT a school warehouse security improvement program be prepared or that 
Organization warehouses be built with restricted access. Strong metal doors. 
2 THAT a program be established for the construction of classroom storage 
Organization units made of stone, with metal doors. 
2,3,5,6 THAT a textbook repair unit (bookbinding) be included in the initial teacher 
Organization training, in the continual training and in the textbook management committee 
Management training 
Coordination 
Internal 
Monitorinj]; 
2,5 THAT the MEPU adjust, conduct and propose management tools and 
Organization procedural models for the instruction of the textbook management committee 
Coordination members. 

3 THAT the INRAP be responsible for the research of and drawing up of 
Management pedagogy, pedagogical evaluation of the textbooks and that it participate 

with the DNEE and the DNES in the approval oftextbooks and teachers' 
guides. 

3 THAT clear directives are issued on the total annual fees for each student for 
Management all necessary textbooks combined. 
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5 THAT the MEPU, in collaboration with other ministries and the private 
Coordination sector, highlight annually World Book Day, March 20 (Book fairs in the 

schools, writing contests, radio and television broadcasts, bookbinding 
workshops, sales, meetings with authors and other activities). 

5 THAT the MEPU impose a better coordination of the activities of the 
Coordination structures of the Ministry involved in matters of textbooks (INRAP, DAAF, 

ST-PASE, SNIES, SSP, DNEE, DNES) 
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BY WAY OF CONCLUSION 

Reliable access to textbooks will not be possible in Guinea without a national 
appropriation and good control over the various stages in the textbook cycle (Table on 
page 1). This appropriation happens through a national political intention, clearly 
affirmed and applied, to promote its development. 

This political intention cannot be the act of a sole ministry, for example, the Ministry of Education 
or the Minsitry of Culture. The Economics, Finance, Transportation, and Planning departments, as 
well as the Central Bank, are also involved: the textbook policy is for everyone at the very least 
the affair ofthe government of the country involved, when it does not involve a coordinated effort 
between different States. CAF, 997 p. 14) 

Follow-up 

The development of a national textbook policy is a project in itself. It requires its own 
human, material and financial resources. Which existing organizations and/or programs 
could come to the aid of this project? Who will be in charge of preparing the notes for the 
rough drafts and the requests for aid? 

It will be interesting to plan for additional assistance for certain projects in progress, in 
order to mitigate the aspects and facets which have not been predicted and that the 
present study has revealed. How, for example, can the private sector, in an efficient and 
effective manner, help with the conception, publishing, production, diffusion and 
distribution of textbooks and brochures currently in progress? 

The creation of textbook management committees in the schools is an excellent initiative 
of the Ministry. What remains is to consolidate the initial instruction so that these 
committees become truly functional. A complete program of precise training sessions 
could be effected. This program could include a simple and functional monitoring system 
with the monitoring mechanisms agreed upon by the hierarchy of the country. Who 
should prepare this instruction? Who is going to flesh out the programs? 

Here are the tlrree levels of involvement where the MEPU, USAID and other sponsors 
can decide to become involved over a short time. Solutions do exist. The study has 
already mentioned that the Agence de la Francophonie has an assistance program. The 
Ameliorer fa qua lite de f' enseignement (IEQ IT) program could also bring assistance in 
one or the other of these aspects. 

The program is vast. The situation is urgent. The Guinean children are waiting. Is 
everyone going to continue getting involved with one piece at a time, or will the problem 
be considered as a whole? 
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1 ORGANIZATION AND ACTIVITIES OF THE SYMPOSIUM 

Agenda 

Morning 
8:30 Participants welcomed to the symposium 
8:45 Word of welcome from the Minister of Pre-University Education 

Symposium 
Activity report 

9:00 Presentation of the results of the textbook distribution and management study by the team of 
consultants 

9:30 
10:15 
10:30 

12:00 

12:30 

Questions 
Break 
Working group meetings to discuss the results ofthe study, organized on the basis of the 
expertise and expectations of each category of participants: public sector, private sector, 
school management committee/APEAE and NGO; international organizations 
Plenary session: prioritization of the concerns of the various categories of participants and 
operating strategies to improve textbook distribution and management 
Lunch 

Afternoon 
2:00 Plenary session: synthesis of the priorities and operating strategies of the various working 

groups with a view to optimizing the government's role in textbook distribution and 
management 

2:30 Mixed working group meetings on harmonization of the priorities and operating strategies of 

3:30 
4:00 
4:30 
4:45 
5:00 

each category of participants. 
Plenary session: presentation of each working group's results 
Break 
Wrap-up of the day's work 
Closing of the symposium by the Minister of Pre-University Education. 
Cocktails 

As indicated in the agenda, the symposium was opened by the Minister of Pre-University Education 
(MEPU). The symposium was attended by approximately forty participants, including members of 
the research team (see the list of participants in Appendix A). 

The work was divided into three major stages: (i) presentation of the study and of the results of the 
analysis of textbook distribution and management; (ii) a workshop session to enable each category of 
participants to propose actions to be taken to improve the current textbook management system in 
Guinea; and (iii) a second, mixed workshop session to allow the various categories of participants to 
reach consensus on and prioritize the actions to be taken to improve the Guinean textbook 
distribution and management system. At the conclusion of the symposium, the work of the various 
working groups was consolidated with a view to formulating a series of recommendations covering 
the principal stages of the administrative process involved in management of the textbook 
distribution and management system. 
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2 PRESENTATION OF THE STUDY AND THE RESULTS 

2.1 Context 

Symposium 
Activity report 

The seminar was placed in context by the coordinator of the study. This consisted of outlining the 
major objectives of a textbook distribution and management system from the perspective of better 
quality education in Guinea, as well as the objectives of the symposium itself, the principal stages of 
the textbook cycle, and the stages and principles of sound management. These elements are briefly 
summarized below. 

2.1.1 OBJECTIVES 

The objective of the textbook distribution and management system is to afford all students equitable 
and continuing access to textbooks. 

The objective of the symposium is to lay the foundation for the establishment of an effective 
textbook management system. 

2.1.2 PRINCIPAL STAGES OF THE TEXTBOOK CYCLE 
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2.1.3 ADMINISTRATIVE PROCESS AND SOUND MANAGEMENT 

An administrative process includes the following stages (see also Appendix B): 

a) Planning 
b) Organization 
c) Supervision 
d) Control of the process 
e) Coordination 
f) Internal control 

In addition, the six principles of sound management are: 

a) Transparency 
b) Continuity 
c) Balance 
d) Efficiency 
e) Equity 
f) Selflessness 

2.2 Results of the study 

The results of the study presented in the symposium can be found in Appendix 15 of the main report: 
Accompanying Documents. 

3 ACTIONS TO BE TAKEN TO IMPROVE THE CURRENT 
TEXTBOOK MANAGEMENT SYSTEM IN GUINEA 

In the morning workshops, six groups were formed: two representing the public sector, two 
representing international organizations, one representing the private sector and one representing the 
NGOs. The results of each group's work were consolidated and appear in the following box. 

Box 1 Results of the morning workshops 
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ACTIONS TO BE TAKEN TO IMPROVE THE TEXTBOOK MANAGEMENT AND 
DISTRIBUTION SYSTEM IN GUINEA 

Planning 

• Identify primary and secondary textbook requirements using SSP statistics 
The SSP should monitor requirements at the national level 

• At the local level, this role should be entrusted to the DPE 
• More reliable statistics 
• Build local textbook distribution and management capacities 
• Formulate a national policy 
• All sponsors should be coordinated through a single unit and should have a contact point (PASE, 

for example) 

Organization 

• Use NGO experience in the supervision of APEAEs and in management 
• Enhance management committee expertise in the use of textbook management techniques 
• Transfer book storage responsibility to private contractors ' 
• Use textbook rental receipts for used book repair, warehouses and restocking 

Textbook acquisition and distribution should be entrusted to one contractor. Payment should be 
made only upon delivery. 

Supervision of operations 

• INRAP wholly responsible for supervising operations 
• Design and execution - INRAP 
• Management - DAF 
• Monitoring - DNEE/S 
• Identify another structure 
• Production and distribution entrusted to the private sector 
• Full or partial tax exemption for printing inputs 
• To be determined in defining the roles of DAAF, ST I PASE, INRAP 

Prudent management 

• Establish an impartial control and monitoring system in the planning stage 
• Ensure supervision and ongoing support for activities in the field 
• Production and distribution risks to be assumed by the contractor 

Control of operations 

• Establish a system for evaluation, monitoring and control at all levels 
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4 COORDINATION AND PRIORITIZATION OF RECOMMENDED 
ACTIONS 

In the afternoon workshops, the participants were divided into four groups, each consisting of 
different categories of participants. These workshops enabled participants in the symposium to reach 
consensus on and prioritize the actions to be taken to improve the Guinean textbook management 
and distribution system. The results of each group's work were consolidated according to the stages 
of the administrative process identified previously. Actions with number one priority received a 
score of 3; number two priority a score of 2, and number 3 priority a score of 1. The results of this 
exercise are shown in the box on the following pages. 

Box 2 Results of the afternoon workshops 
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PRIORITY ACTIONS TO IMPROVE THE TEXTBOOK MANAGEMENT AND 
DISTRIBUTION SYSTEM 

Score 

Planning 

10 Identify primary and secondary textbook requirements using SSP statistics 
o The SSP should monitor requirements at the national level 
o At the local level, this role should be entrusted to the DPE 
o More reliable statistics 
5 Build local textbook distribution and management capacities 
8 Formulate a national policy 
1 All sponsors should be coordinated through a single unit and should have a contact point 

(PASE, for example) 

Organization 

6 Use NGO experience in the supervision of APEAEs and in management 
8 Enhance management committee expertise in the use of textbook management 

techniques 
4 Transfer book storage responsibility to private contractors 
4 Use textbook rental receipts for used book repair, warehouses and restocking 
1 Textbook acquisition and distribution should be entrusted to one contractor. Payment 

should be made only upon delivery. 

Supervision of operations 

3 INRAP wholly responsible for supervising operations 
3 Design and execution - INRAP 
o Management - DAF 
o Monitoring - DNEE/S 
o Identify another structure 
5 Production and distribution entrusted to the private sector 
3 Full or partial tax exemption for printing inputs 
7 To be determined in defining the roles of DAAF, ST - PASE, INRAP 

Prudent management 

7 Establish an impartial control and monitoring system in the planning stage 
6 Ensure supervision and ongoing support for activities in the field 
8 Production and distribution risks to be assumed by the contractor 
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5 RECOMMENDATIONS OF THE SYMPOSIUM 

At the conclusion of the symposium, the work of the various working groups was consolidated and 
the priorities identified were reviewed. Participants were then able to formulate a general 
recommendation and a series of specific recommendations for each of the major stages of the 
administrative process related to the textbook distribution and management system. 

5.1 General recommendation 

Participants in the symposium recommend that a national textbook policy be defined 
and implemented. 

5.2 Recommendations for the various stages of the administrative 
process 

Planning 

1. Identify primary and secondary textbook requirements using SSP statistics 

2. Formulate a national policy 

3. Build local textbook distribution and management capacities 

Organization 

1. Enhance management committee expertise in the use of textbook management techniques 

2. Use NGO experience in the supervision of APEAEs and in management 

3. Transfer book storage responsibility to private contractors 

4. Use textbook rental receipts for used book repair, warehouses and restocking 

Supervision of operations 

1. Determine the roles of DAAF, ST I PASE, INRAP in the supervision of operations 

2. Production and distribution entrusted to the private sector 

3. Full or partial tax exemption for printing inputs 
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Prudent management 

1. Production and distribution risks to be assumed by the contractor 

2. Establish an impartial control and monitoring system in the planning stage 

3. Ensure supervision and ongoing support for activities in the field 

Control of operations 

1. Improve two-way flow of information throughout the distribution system 

2. Administration of textbook rental receipts by the APEAEs 

3. Establish a system for evaluation, monitoring and control at all levels 

Coordination of activities 

Symposium 
Activity report 

1. Ensure that all units and all ministerial departments work in synergy toward the proper 
execution and monitoring of operations 

2. Establish a mechanism to coordinate sponsors involved in textbook acquisition and 
distribution 

Internal control 

1. Prepare standard textbook management documents 

2. Sponsors to provide the respective departments with the logistical and financial resources 
necessary for internal control. 

3. Build warehouses for storing and stocking textbooks at both the central and decentralized 
levels 
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PARTICIPANTS IN THE SEMINAR ON TEXTBOOK DISTRIBUTION AND 
MANAGEMENT 

Surname Given names Institution Title or position 
I. Doualamou Germain MEPU Minister 
2. Kaba Sekou MEPU Secretary- General 
3. Toure Laye INRAP P.R.D. Division Chief 
4. Niane Daouda Tamsir SAEC Deputy Director-General 
5. Lynd Mark EDCIINRAP Technical Assistant 
6. Larah Gbatiou Raphael DNMP Research Officer 
7. Barry Hawa Camille Plan Guinee Public Relations 
8. Davis Jeff NFQElEpC Technical Advisor 
9. Chassy Cynthia USAIDlEducation Team Leader 
10. Cheick Kaba Soguidip Personnel 
II. Keita Sory Soguidip Personnel 
12. Diawara Bakary SSP Director 
13. Jester Richard Aide et Action Programmer 
14. Lehman Douglas USAID!Education Technical Specialist 
15. Souare Saidou STIPASE Coordinator 
16. Di all 0 Mahmoudou DNEE Director 
17. Khelgati Thelma EDC Project Chief 
18. Diallo Julianna NFQEIEDC Consultant 
19. Diallo Ibrahima Diallo INRAP Director-General 
20. Bah Mamadou UNICEF Director, Education Prog. 
2I. Saukhou Ibrahima METFP Chief 
22. Wague Sekou JSTC Personnel 
23. Diallo Yaya Editions Ganndal Deputy Director 
24. Keita Mohamed Direction nationale Professor 

de la culture 
25. Somah Sam GTZ Training Coordinator 
26. Diallo Cherif World Bank Sr. Operations Officer 
27. Toure Juliette NIK Printer 
28. Riopel Jean-Jules ACDI Director 
29. Diallo Alpha Alimou DNES Research Officer 
30. Barry Aminata SSP Research Officer 
3I. Ba Ibrahima Plan International Deputy Coordinator 
32. Donzo EIHadj Baba Ma bougie Personnel 
33. Soumare Sekou MET-FP Chief, Initial Training Section 
34. Lacasse Denis Research team Coordinator 
35. Tolliver James Research team 
36. Kamano Pierre Research team 
37. Diallo Bayero Research team 
38. Gilbert Luc Research team 
39. Sylla Soriba Facilitator/coordinator P ADES 

MEPU I USAID I AED July 4, 1998 



Analysis of textbook distribution 
and management 

Symposium 
Appendix B - Administrative Management Process 

THE ADMINISTRATIVE MANAGEMENT PROCESS 

Examples of factors to consider 

Planning 

Definition of objectives. Evaluation of the nature of possible problems (risks). 
Identification of strategies. Determination of timetables, responsibilities and costs. 

Organization 

Allocation of human, material and financial resources. Assignment of tasks and 
responsibilities. Establishment of realistic timetables. Constant monitoring. Detailed 
projections. 

Supervision of operations 

Definition of a decision-making process to attain established objectives. Coherent use of 
resources. Search for balance in the means employed despite limited resources. 

Prudent management 

Adoption of measures to evaluate the consequences of actions on the distribution 
process. Search for balance between risk and caution. Reliance on the principles of 
deferment and consultation. 

Control of the management process 

Definition of a general policy for control of the management process. Provision of tools 
for control and review of the management process, including the evaluation of operations 
and the examination of operating modes. Application of procedures, examples: receipt of 
books, finances, distribution, conservation, personnel. 

Coordination of activities 

Harmonization of efforts and use of organizational resources to attain established goals. 
Coordination with the activities of other organizations (periodic meetings, departmental 
memoranda, work team). 

Internal control 

Application of the principles and rules of sound management. Measures, procedures and 
systems to ensure the protection of resources and assets. Provision of a means of 
foreseeing and detecting irregularities and errors in: (i) the distribution of textbooks to 
students in schools, (ii) storage; (iii) receiving; (iv) maintenance; (v) security. 
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Appendix C - Workshop sheets 

Actions to be taken to improve the textbook 
management system 

PLANNING 

ORGANIZATION 

SUPERVISION OF OPERATIONS 

PRUDENT MANAGEMENT 

CONTROL OF THE MANAGEMENT PROCESS 

COORDINATION OF ACTIVITIES 

INTERNAL CONTROL 
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Appendix 0 - Letters of invitation 

Priority actions for the implementation of an equitable and 
permanent textbook management system 

PLANNING 

ORGANIZATION 

SUPERVISION OF OPERATIONS 

PRUDENT MANAGEMENT 

CONTROL OF THE MANAGEMENT PROCESS 

COORDINATION OF ACTIVITIES 

INTERNAL CONTROL 
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Symposium on textbook management 
and distribution 

Hotel Camayenne 

Conakry 

July 2, 1998 

Letters of invitation 
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MINISTRY OF PRE-UNIVERSITY 
EDUCATION 

Symposium 
Appendix D - Letters of invitation 

Conakry, June 25, 1998 

No.606IMEPU/CAB/9_ Office of the Minister 

Dear SirlMadame: 

The Ministry of Pre-University Education is pleased to invite you to a symposium on textbook 
distribution and management in the Republic of Guinea. The symposium will be held from 8:30 a.m. to 
5:00 p.m. on Thursday, July 2, 1998, in the Dixinn Room of the Hotel Camayenne in Conakry. 

This event will give you the opportunity to meet participants from both the public and private 
sectors, community leaders, and representatives of NGOs and Cooperation Internationale, to learn about 
and discuss the results and recommendations of the MEPU/uSAID study involving more than 360 
schools located throughout Guinea. 

Your attendance at this conference will help initiate a process aimed at consolidating the actions 
taken by the Guinean government to promote access to and the equitable distribution of textbooks to 
children in the primary and secondary cycles (middle school) of formal education. 

To facilitate organization of the symposium, please contact the Hotel Camayenne reception desk 
(telephone: (224) 41-40-89) by 5:00 p.m., Monday, June 29, 1998 to confirm your attendance. 

I look forward to seeing you. 

FOR THE MINISTER OF PRE-UNIVERSITY 
EDUCATION AND BY ORDER 

sl Sekou KABA 

SECRETARY-GENERAL 

Attachment: Symposium Agenda 
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SYMPOSIUM ON TEXTBOOK DISTRIBUTION AND MANAGEMENT 

IN THE REPUBLIC OF GUINEA 

AGENCIES AND INDIVIDUALS INVITED 

Public Sector 

1 - MEPU: Minister and 

2 - Secretary-General 

3 - DNEE: National Director 

4 - DNES: National Director 

5 - IG: Inspector-General 

6 - INRAP: Director-General 

7 - Chief, Textbook Division 

8 - Chief, Publishing Section 

9 - SSP: National Director 

10 - SNIES: National Director 

11 - ST IP ASE: National Coordinator 

12 - CINDA: National Director 

13 - FINANCE: National Director, Procurement 

14 - CUSTOMS: Chief, Customs Regulation Office 

15 - Ministry of Culture and Information: Director, National Culture 

16 - Ministry of Industry and Commerce: National Director for PMEs (small and medium

sized enterprises) 

17 - Ministry of Professional Training and Technical Education: Minister and 

18 - Head of the Minister's Office 

19 - Ministry of Higher Education and Scientific Research: Minister and 

20 - National Director of the PADES 
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21 - ACGP: Director-General 

Private Sector 

Publishers: 

21 [sic] - Gandhal: CEO 

22 - SAEC: CEO 

Distributors: 

23 - SOGUIDIP: CEO 

24 - MABOUGIE: CEO 

25 - JSTC SarI: CEO 

Printers: 

26- IPM: CEO 

27 - INPL: CEO 

28 - NIK: CEO 

International 

Publishers 

29 - Saint Paul: 1 representative 

30 - Hatier: 1 representative 

31 - Edicef: 1 representative 

International forwarding agents 

32 - Soguifret: Chief, International Transit 
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International Organizations 

33 - USAID 

34 - World Bank 

35 - Cooperation fran<;:aise: Cultural Advisor, Embassy of France (Guy Millereux) 

36 - AfDB (African Development Bank) 

37 - JICA (Japanese cooperation) 

38 - European Community 

39 - ACDI: Director, BACC 

40 - Agence de la Francophonie (L. Matesso: Tel(33) 556015912; Fax: (33) 556517849; 

E-mail: locha.mateso@francophonie.org 

41 - UNICEF: Chief, Education Sector 

42 - UNESCO: Secretary-General 

43 - EDC: Thelma Khelghati 

44 - GTZ: Education Project Coordinator 

NGO and APEAE 

45 - Aide et Action: one representative 

46 - Plan International Guinee: one representative 

47 - World Education: one representative 

48 - Save the Children: one representative 

49 - President, National Association of APEAEs 

50 - National Coordinator of NGOs 
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Summary of visits to schools 

Schools Individuals Number of 
IRE visited consulted students 

Middle 
school , 

DCEDixinn 9 21 9,555 1 

Boke 49 245 22,931 10 

Faranah 41 137 16,784 8 

Kankan 58 148 19,732 11 

Kindia 36 111 14,077 8 

Labe 62 336 18,982 14 

Mamou 39 244 16,676 9 

N'Z6rekore 69 227 27,295 11 

Totals 363 1,469 146,032 72 

1996-1997- 3,448-- 700,283" 252--

statistics 
% covered by the 10.52 % 21.04 % 28.57 

stud~ % 
* Source: SSP, 1997b and 1998, public sector only. 
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8 0 

15 14 

12 11 

15 15 

13 7 

16 9 

15 9 

19 18 

113 83 

3,196 

9.11 % 

** Including high schools 
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Tableau 4 La preservation des manuels dans les ecoles visitees 
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