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Executive Summary

After only two years of implementation, the overall progress of KEEP is impressive.  In a short period of time, Bugarama ward has gone from a situation in which there were insufficient facilities and resources for education, to a new state in which most primary pupils have desks and textbooks.  In total 34 classrooms were built and 300 desks and 12,961 books provided.  40 toilets (holes) constructed through the project provide better access, especially for girls.  Furthermore, the impetus for learning caused by the existence of new facilities and equipment has almost immediately resulted in an improvement in pupil enrolment, attendance and performance.  Teacher training opportunities and teacher morale has also positively affected performance.  Overall examination results and the exceptional performance of individual students, has given the community a new sense of value for education.  

KEEP has not only confined itself to primary education, but has taken significant risks to begin two new programmes in the ward to make provision of education for pre-primary pupils for six-year-old children and also for out-of-school youth.  A total of 249 learner (112 girls and 137 boys) are enrolled in COBET while 308 children (168 girls and 140 boys) are enrolled in pre-schools.  Although the Ministry of Education encourages all local governments to begin pre-primary and complementary basic education (COBET), many find the challenges too daunting to start.  Thus, the eight COBET centres in Bugarama are the only ones in the entire region of Shinyanga.

One outstanding indication of the community’s new interest and commitment to education is the demand for a secondary school.  Parents want their children to continue to go to school in order to have a hopeful future.  

Of significance to CARE, the mid-term evaluation proceeded with full cooperation from all stakeholders, none of whom had any criticisms about KEEP and its operations.  It is too early to see what lessons can be learned from the first stage of KEEP.  However, there are some conclusions that can be drawn at this stage, which will assist in planning for stage two of the project’s life.   

The project is clearly moving from issues of a quantitative nature (increasing numbers of facilities, materials and supplies) to greater concerns of a qualitative nature (enhancing the teaching/learning process for teachers and pupils at every level).  This stage requires CARE to recruit greater expertise to meet demands of quality education and innovation from all stakeholders.  

Within a short period of time, the community and school committees have gone from hopelessness and indifference to a new stage in which they desire to be empowered as actors and decision-makers within education processes.  Their roles in pre-primary, primary and secondary school decisions affect the futures of their children.  Good governance and active citizenry are required to ensure that resources are well directed and that all children, especially girls, have the opportunity to benefit from education.  CARE’s role in managing this community process will indeed decide the success of the next phase of KEEP.  

Major recommendations centre around KEEP’s ability to re-focus its priorities for the second phase and to streamline its processes for capacity building and good governance within the education system and the community.  KEEP has met expectations in its first phase, but the challenges of the second phase are, in many ways, greater.  The re-planning tools and recommendations stress the need for more expertise and concentration on processes that lead to evidence that proves qualitative change in the management and implementation of education.  

Introduction

In August, 2001, CARE International in Tanzania signed an agreement with Kahama Mining Company Limited (KMCL) to function as its education expert and to facilitate and implement the Kahama Educational Enhancement Project (KEEP).  KMCL is an affiliate of Barrick, a Canadian mining company, which operates in Bugarama ward, the catchment area of the project.  Because of the project’s relationship to Barrick, CARE Canada has a role in giving management support to the project.  

The overall goal of Kahama Education Enhancement Project (KEEP) is “to enable communities affecting or affected by activities of KMCL to have access to high quality relevant basic education for children and adults and increasing access to secondary education for children completing primary seven in the targeted area.”  The project is implemented in collaboration with the education offices at the district and ward level, and also with school committees and other stakeholders at the community level.  The project works mostly with seven primary schools, but also is responsible for other education-related activities.  

The project aims to achieve four results by the end of the six-year contract:  

1. Improved school infrastructure

2. Enhanced teaching/learning process in schools

3. Increased community involvement in education

4. Effective secondary school

Under each of these expected results are a number of shorter-term results or outputs that contribute to their achievement.  At the inception of the project, a baseline study was accomplished by Dr. Joyce Ndalichako.  This baseline study provided the basis for which to study change.  

Thus the purpose of the mid-term evaluation of KEEP was to assess: 

· Whether the processes followed in implementing the project were effective and had the potential of achieving the expected overall goal, intermediate goals and expected outputs

· Areas of weaknesses, strengths and proposed strategies to rectify and improve implementation

· The way forward based on the implementation status of the current phase

Detailed terms of reference for the assignment are provided in Annex 1. 

The mid-term evaluation of KEEP took place on-site from February 4-18.  Team leaders were Dr. Nancy Drost (CARE Canada) and Dr. Joyce Ndalichako (University of Dar Es Salaam).  The team of seven, made up of education and community development officials and a data analyst, were divided into three teams.  The teams were engaged in evaluating progress toward outcome results related to 1) infrastructural improvement, 2) enhanced teaching/learning process and 3) increased community involvement.  

To guide the investigation, sixteen different instruments (see Annex 7) were devised by the team, including interview and group discussion guides, observation guides and checklists.  All stakeholders of the project were interviewed, including officials at district and ward levels.  In addition to the seven schools included in the project, pre-primary facilities and COBET centres were visited.

The findings of the team are given in this report, which is organized according to four sections corresponding to the four outcomes and their output results.   Additionally, there is a section on the management of the project, which includes sections of re-visioning, re-planning and staffing and capacity.  Conclusions point to some of team’s impressions and forward-looking suppositions about the project.  Recommendations are re-iterated at the end of the report for easy reference, even though they are also given in their relevant sections.  A number of annexes provide a catalogue of all the frameworks and tools used to guide the evaluation.  There are also crucial documents related to school statistics and quantitative changes evident in comparison to the baseline study.  The team leaders felt that the report itself should contain useful tools, and also be a good tool in its organization and content, so that it becomes a model for future KEEP reports. 

Methodology

Mid Term Evaluation Team

A team of seven individuals took part in the mid-term evaluation.  The team was made up of the two team leaders (Dr. Nancy Drost and Dr. Joyce Ndalichako), representative from the Ministry of Education and Culture (Ms. Grace Rwiza), two representatives from district education office (Ms. Consolata Nyanda and Mr. Elisha Mahobhe), community development officer (Ms. Anna Mwakalinga) and a data analyst (Mr. Tobias Swai). Mr. Alex Soko, Project Manager (PM) of Tusome Vitabu Project also participated in the Team up to the instrument development stage.  Team members were divided into three teams that were engaged in evaluating progress toward outcome results related to 1) infrastructural improvement, 2) enhanced teaching/learning process and 3) increased community involvement.

Basic Approach

The mid-term evaluation adopted a qualitative approach in order to gain insights of the approaches and processes used in accomplishing KEEP activities.  Interviews, Focus group discussion and observations of school environment and classroom lessons formed the main techniques used for data collection.  A questionnaire covering major basic statistics for schools was also distributed to all schools.  The study covered all key stakeholders in the project from district to school levels.  More specifically, the respondents included governments leaders in the villages surrounding seven schools participating in the project, school committee members, head teachers, ward development committee members, Project Advisory Committee (PAC), KEEP staff, KMCL, District officials, primary school teachers, pupils, COBET coordinators, facilitators and learners, and pre-primary school teachers.

Instrument Development

Each team developed instruments needed for data that they were supposed to collect.  Framework provided in Annex 3 and KEEP logframe served as basis for instrument development. The draft instruments were reviewed and improved by all team members to ensure that the instruments were capable of capturing relevant information based on project results.  The team devised a total of sixteen different instruments.  These included: Interview Guide for District Education Officer, Interview Guide for Ward Development Committee, Interview Guide for Project Advisory Committee (PAC), Interview Guide for KMCL Staff – Social Responsibility Manager, Interview Guide for Management (PM, Field Officers, Controller, Project Administrator), Interview Guide For School Committee Members, Interview Guide For Village Government Members, Interview Guide for Head Teachers, Guide for Teachers’ Small Group Discussion, Classroom Observation Tool, Interview Guide for Pre-School Teacher, Interview Guide for COBET Coordinators and Facilitators, Learners, Guide for Pupils’ Group Discussion, Physical Environment and Infrastructure, KEEP log book, Grounds and Buildings, and School Statistical Questionnaire.  The Draft instruments were presented to the KEEP PM, CARE Education Sector Coordinator for comments and relevant revisions were made. 

Data Collection Process

The initial administration of the instruments served also as pilot testing of the instruments.  Relevant changes were made in accordance to the observations made.  All team members participated in the interview of the district education officer (DEO) and paid a courtesy call was paid to the District Executive Director. The infrastucture improvement team (Team 1) was responsible for inspection of school buildings and grounds based on the checklist developed for that purpose.  They also contacted the head teacher or the teacher responsible for infrastructure to obtain information related to the number of buildings constructed  and facilities provided by KEEP.  The team on enhanced teaching and learning process (Team 2) conducted classroom observations, held group discussion with teachers especially those who attended INSET, interviewed head teachers and pre-primary school teachers. Team (3) was responsible for interviewing all the school committee members, village government leaders, KEEP and KMCL staff, COBET coordinators, facilitators and learners and PAC members.  The schedule used for data collection is attached as Annex 2.

Data Analysis

Each team was responsible for the analysis of data collected on daily basis.  Team members of the small teams were required to identify main issues and major recommendations from data collected.  In the evenings, all team members met where each team made a presentation of what they found and their recommendations to KEEP.  Through discussion and reflections of data collected, the team members revised and agreed on recommendations. The recommendations were revised in iterative manner following each day of data collection.  After four days of data collection, data saturation was reached whereby most of the observations were similar to those found on initial days.  Therefore, little changes and few additional recommendations were made on the last two days of data collection.  Finally, each team was asked to draw main conclusions based on the findings for each project result.  The conclusions drawn formed the main content of the presentation of the preliminary findings to the stakeholders in Kahama which was done on 14th February, 2004 (see Annex 5).  Presentation to CARE Tanzania’s top management was done on 24th February 2004.

Constraints

Unavailability of reliable statistical data was the major constraint faced in the mid term evaluation. Another constraint was the mismatch between the schedule provided to team members and the schedule circulated to the respondents. In some cases there were double bookings and we had requested the field officers to assist to ensure that all the respondents meet the evaluation team as expected.  However, in Igwamanoni it was not possible to meet the school committee and village government members due to confusion in time schedules.

The evaluation team was composed without careful consideration of knowledge and skills each member could contribute to the exercise.  Some members in the team had no any experience in doing research or undertaking evaluation of a project.  Thus the team leaders spent a lot of time in providing guidance to the inexperienced team members, some of whom had difficulties in coping with the requirements of the exercise.

IMPACT RESULT (OVERALL GOAL):  Increased Access to Education

The final goal of KEEP project is to enable communities affecting or affected by activities of KMCL to have access to high quality relevant basic education for children and adults and increasing access to secondary education for children completing primary seven in the targeted areas
.  It was expected that the all children enrolled to primary school will be able to complete standard seven after six years of project implementation.  However, the mid term evaluation team was not able to establish the current percentage of pupils who complete standard seven.  This was mainly due to the fact that data were not well kept in schools hence it was not possible to trace a cohort over the period of seven years of primary education.  

The enrolment to standard I was regarded as an indicator of access to basic education although a proper indicator to use is the proportion of school age children who are enrolled in school.  Unfortunately, the school age population data were not available in the ward.  Thus, Table 1 provides number of children enrolled to standard I from 2002 to 2004.

Table 1:  Standard I Enrolment in Bugarama Ward for 2002-2004

	Year
	Std I enrolment
	% Increase

	
	Girls
	Boys
	Total
	

	2002
	632
	481
	1113
	-

	2003
	696
	690
	1386
	24.5

	2004
	688
	631
	1319
	-4.8


Table 1 shows an increment in enrolment by 24% for the year 2003 in comparison to year 2002.  The 2004 enrolment shows a decrease by 4.8% of the number of children enrolled in Standard I.  As already indicated, the school age population could not be established.  Hence the decrease in enrolment does not reveal much about the general proportion of children enrolled.  The Bugarama ward consists of mobile residents and fluctuations in enrolment and attendance is quite common.

As far as adult education is concerned, the ward has no adult education classes.  Although the project intended to establish and revive the adult education classes, the needs assessment study for adult education indicated that adults considered youth to be the priority and suggested that they be provided with education before the project consider the adults.  As a result of the needs assessment study, the Complementary Basic Education Project (COBET) was initiated.  COBET provide education opportunity to two cohort groups, cohort I comprising of children age 8-13 and Cohort II comprising children of age 14-18.  The COBET program has been well received by the stakeholders and beneficiaries.  A total of 249 (36% - 112 girls and 137 boys) learners

 out of 691 out of school children have been enrolled in the program.

Pupils’ Achievement

The project has been concerned with the performance of pupils in Standard IV and VII.  To encourage students studying hard, the project has introduced ward based examination system for standard IV and VII.  According to the teachers and pupils, the ward based examinations have increased competition among schools and pupils.  As such, pupils are motivated to study in preparations for ward examinations which are done on quarterly basis.  Generally, there is an improved achievement at both standard IV and standard VII examinations. 

Performance in Standard IV Examination

The performance of the form IV examinations was considered from the years 2001 to 2003, the results are shown in Annex 6. Generally, there has been improvement over time.  In Busindi and Busulwangili the performance has respectively improved from 27% and 51% in 2002 to 63% and 77% in the year 2003. Ibanza also improved from 58% (2002) to 82% (2003) while Igwamanoni show retarded performance from 78% (2001) to 48% (2002) and 49% (2003). The overall ward level performance in standard IV for the year 2003 are shown in Table 2.

Table 2:  Number of candidates required to sit and percentage of those passed Std IV Examination

	Sex
	Required
	Wrote
	Passed

	
	No.
	No
	%
	No.
	%

	Girls
	278
	266
	95.7
	189
	71.1

	Boys
	284
	262
	92.3
	197
	75.2

	Total
	562
	528
	94.0
	386
	73.1


Performance in Standard VII Examination

The overall results show that there is improved performance in Standard VII examination.  Bugarama and Buyange were best performers in the war based on standard VII results in the year 2003. Bugarama primary school ranked the second while Buyange ranked the third and Kakola ranked 18 out of 187 schools in Kahama district. Table 3 shows the ward level performance of standard VII pupils.

Table 3: Number of candidates required to sit and percentage of those passed Std VII Examination in 2003

	Sex
	Required
	Wrote
	Passed

	
	No.
	No
	%
	No.
	%

	Girls
	122
	109
	89.3
	44
	40.4

	Boys
	134
	132
	98.5
	67
	50.8

	Total
	256
	241
	94.1
	111
	46.1


Table 3 shows that girls’ performance is relatively low compared to boys.  Generally, there has been significant change in percentage of pupils passing examination compared to the baseline data in which only 14.1 % (24% boys and 2% girls).  Thus, while girls are still lagging behind as far as performance is concerned, there is a remarkable change with the two years of project implementation. Improved achievement in schools was attributed to the improvement of teaching and learning environment through provision of desks and teaching and learning materials, In service training for teachers, quarterly examinations conducted and improved teacher pupils ratio.  The school level performance data are presented in Annex 5 containing school statistics. 

Although the pass rate has increased, the opportunities for pupils to advance to secondary schools remain limited.  For instance, in 2002 a total of 16 girls attained the pass mark but none of them was selected to join secondary school (CARE, 2003 – KEEP Annual Progress Report). Limited opportunity to advance to secondary schools was identified as a major factor discouraging some parents to send their children to school.  For instance, during the focus group discussion with school committee members, one member in Busulwangili lamented that “since 1990 no pupil from this school has been selected to join secondary school.  Although we emphasizing to communities on the role of education, we continue to face challenges because to most parents going to secondary school is regarded as a success”.
In concluding this section, it is imperative to highlight the problems encountered in collecting quantitative data.  Most Head teachers do not seem to understand the essence of having accurate information at their schools.  Data are regarded as something required by external agents but not for the school itself to guide on aspects such as school development plans.  Consequently, the head teachers are not keen in keeping the basic statistics related to enrolment, attendance, achievement etc.  The reliability of data provided is highly questionable.  For instance, during verification of data collected, one head teacher indicated that there was no source of data for verifications because he obtained the figures from his head.  Of course we rejected the data provided but such a practice shows the seriousness of record keeping at schools and negligence of head teachers on the importance of providing accurate data.  Based on data collected we upgraded the KEEP logframe to reflect the progress made since the baseline was conducted (see Annex 4)

Recommendation:

KEEP should facilitate training for head teachers to ensure that accurate school statistics are well maintained (enrolment, attendance, performance, etc.) according to MOEC standards.

OUTCOME 1: 

Physical environment and infrastructure in the 7 schools effectively supporting teaching and learning.

This component of the project aimed at improving physical learning and teaching environment in order to increase enrolment and achievement of pupils in schools  supported by the project.  The classrooms have been constructed by the KMCL.  KEEP played a mediating role in ensuring that the schools and school communities are ready to participate in the construction process.  KMCL was providing building materials and the communities were responsible for the supervision of the construction process.  A total of 34 classrooms were constructed.

Output 1.1

Primary school and COBET buildings, outbuildings, grounds, furniture and equipment are attractive and constructed according to government standards and to accommodate enrolled pupils and their teachers

The mid term evaluation team observed the buildings constructed to establish whether or not the MOEC standards were adhered to. Most of the primary school buildings conformed with the MOEC standard.  However, problems were noted on the finishing aspect.  The findings show that the quality of finishing was quite poor.  For instance, the floors in most classrooms were already damaged despite the short duration since the work was completed.  It is quite evident that close supervision is needed to ensure the quality of buildings constructed. A large proportion of classroom constructed were not completely finished, e.g, some did not have doors, floor and windows.

No specific classrooms were constructed for COBET classes.  This was due to the fact that COBET is perceived as a temporary measure for clearing the backlog of out of school children.  Except for COBET No 9 centre which has been constructed by community members
, the other centres were using primary school classrooms while one centre (Ibanza) was using a community building (used to be a storage facility).  Generally, the physical infrastructure and environment of COBET centres located outside primary school premises were not conducive in meeting the learning needs of non-formal learners, e.g unattractive classrooms, poor toilet facilities.  In Busulwangili, COBET has not been established because the school is faced with shortage of classrooms and there was no community building readily available for COBET.

The situation of infrastructure varied from school to school.  Shortage of teachers offices was a major problem to almost all the school.  For instance, in Igwamanoni the head teachers office was used as an office for all the teachers, a store and a library.  Such a situation caused serious limitations and disturbances for teachers during the lessons’ preparations.  The classroom pupil ratios were still high because some classrooms were unfinished and therefore could not be used.

Most schools are facing a critical shortage of teachers’ houses.  In some schools a house is shared by more than three teachers.  In fact, teachers are sharing bedrooms and even those with families live in such a shared environment.  Igwamanoni and Busulwangili are cases in point. In other schools like Busindi, some teachers are staying far away from school.  Given the fact that the shortage of classrooms have been reduced, the priorities of head teachers, teachers and school committee members are now shifting to construction of teachers’ houses.  However, KMCL does not plan to build teachers’ houses in the near future.  Although teachers’ housing is seen as a priority, the community may not be able to rely on KMCL to fund houses.  KEEP should work with the school community and officials to lobby the DEO to build houses for teachers.  

The project aimed at establishing playgrounds to provide opportunity for children to play different games at school.  The construction of playgrounds has taken longer time than expected because CARE faced problems with the contractors.  For instance, one contractor gave too low estimate to accomplish the work and just left without finishing.  However, new negotiations between CARE and contractors are taking place with the aim of completing the playgrounds as soon as possible.  What is required is for CARE to communicate to stakeholders the efforts made and constraints faced.  

The school grounds were generally attractive with trees and flowers planted around the school compound. However, other schools had less attractive environment based on lack of lawns and flower gardens.  Well maintained walkways also made the environment attractive.  However, in some cases like COBET #9 Centre, the walkways are just like driveways and have been extended to mark the school boundaries.  Children are required to sweep the wide driveway although the large portion of it is in undeveloped area where no any school activities are conducted.  In such case investing children time to sweep that area on a daily basis is a wastage of their time and energy.

Output 1.2

Pre-primary classrooms meet minimum standards as set by MOEC, and are attractive and safe for pupils
The pre-primary schools were conducted either in regular primary school classrooms (e.g, Kakola and Buyange) or outside (on the sand) in schools where there was a shortage of classrooms (e.g Busulwangili).  Since the classrooms used for preschools were not constructed specifically for that purpose they were not conducive to children especially the desks.  Children did not have any playing facilities. Usually, pre-primary schools are designed in a way that differentiate them from primary schools and are more attractive, (i.e. play equipment, fencing).

For children whose classes were conducted outside, the attendance was generally poor.  Teachers and school committee members acknowledged that unattractive learning environment was a factor that contributed to poor attendance.  Furthermore, children were not provided with any snack or porridge while at school.  Sometimes teachers were releasing children home earlier than the planned time when children complained that they were hungry.  Generally, the pre-school learning environment was not attractive.  Such a situation could lower motivation for children to attend school if it is not rectified immediately. 

Output 1.3

School building and furniture/equipment management, maintenance and inspection programme in place
The MTE team noted during interviews with the headteachers that maintenance and rehabilitation work are normally done using the PEDP funds.  However, there was no system in place to guide the maintenance process and for undertaking regular inspection to establish the status of the buildings.

Output 1.4

Ward Education Management of Information System in place

The MTE revealed that there is no systematic way of keeping education records at both school and ward levels.  Although schools are supposed to send monthly reports to WES, the WES did not have properly kept records. Even the schools could not produce a copy of the information submitted to WES. Informed decision making requires ready access to high quality data that describe the status of schools in terms of facilities, enrolment, attendance and performance.  It is therefore essential for the ward to establish Ward Education Management of Information System to facilitate realistic plans based on the actual situation. 

Recommendations:

· Ensuring appropriate supervision and timely construction, KEEP should facilitate with KMCL and stakeholders the completion and re-finishing of 

· Classrooms (including COBET)

· Playgrounds (design and propose)

· Pre-primary (design and propose to differentiate from primary and make more attractive, i.e. play equipment, fencing).

· Through a participatory planning process, KEEP should collaborate with school management to plan a school environment that is attractive and dust-free.  Special consideration should be given to avoid meaningless labour for children.  

· KMCL does not plan to build teachers’ houses in the near future.  Although teachers’ housing is seen as a priority, the community may not be able to rely on KMCL to fund houses.  KEEP should work with the school community and officials to lobby the DEO to build houses for teachers.  

· KEEP should not undertake responsibility for ECD centres within the next three years or until KEEP has provided leadership to the effective running of pre-primary classes according to minimum standards.  

OUTCOME 2:

Teachers in participating schools, ECD centers and adult education classes are effectively using gender sensitive, learner centred methods supported by appropriate resources.
This outcome is relevant insofar as primary, pre-primary and COBET classes are concerned.  In this document “ECD” is called “pre-primary” (for 6 year-olds) and “adult education” is termed “COBET” (for out-of-school youth and children who missed enrolling in school at the appropriate age).  

The project has not yet implemented ECD centers for 3-5 year-olds or adult education classes for students over 18—communities do not see them as priorities at this time, nor do the evaluators believe that KEEP staff should stretch their efforts to include these initiatives until they have been able to streamline existing priorities.

This outcome corresponds to the Primary Education Development Plan Framework (PEDP) for quality improvement:  (a) improving teachers’ teaching styles and methods in the classrooms, (b) ensuring the availability of good quality learning and teaching materials; and (c) ensuring the necessary support for mainstreaming educational standards.
  Specifically, teachers should acquire and develop appropriate pedagogical skills that are academically sound, child-friendly and gender-sensitive.  

Of all the outcomes, this outcome related to quality education and teaching/learning process is the centerpiece for KEEP, and provides CARE with the most latitude to prove its worth as KMCL’s partner of choice in Tanzania, with the vital education expertise required to meet the challenges in Bugarama ward.  

Outcome 2 originally had three outputs related to 1) teaching/learning materials, 2) teacher training on learner-centred and gender-sensitive methods, and 3) the Teacher Resource Centre.  The re-planning exercise suggested that this component of the programme is so expansive that outputs needed to be identified according to the level of effort required.  Thus, the first two outputs have been retained, and three new outputs have been added relating to COBET, ward examinations and pre-primary.  The results associated with the Teacher Resource Centre have been subsumed in the materials output (2.1) and in the Secondary School outcome (4).  

The achievement in this results area has been significant:

· Through KEEP, the number of primary teachers in the ward has increased  

· For the first time, Bugarama ward has pre-primary teachers and COBET facilitators  

· KEEP initiated the first COBET programme in Shinyanga Region

· Bugarama Ward has improved its place in exam performance in the region

These initiatives and the momentum that they have caused in communities have increased teachers’ interest in their profession, and encouraged them to improve their performance as teachers.  Overall, through Ministry of Education policy and through KEEP, there has been a great effort to sensitize teachers to the importance of learner-centred methods and the facilitation of a child-friendly teaching/learning environment.  Teachers are able to articulate definitions of learner-centred:  “a child is to be involved fully in the learning process,” “a child is the central focus,” “involve the child,” “give enough time and guidance to the child,” “pupils are given the chance to do more,” “pupils do more than the teacher.”  

Teachers are more aware of the importance of “connecting” with students and ensuring comprehension.  They find professional rewards in their ability to evoke understanding in pupils, which translates into better examination results.  Moreover, improvement in exam performance meets with community approval.  Second to pupils’ comprehension Bugarama ward’s teachers also find greater support from the community rewarding. 

Many teachers realize that they should use teaching aids to facilitate greater comprehension, and many are using them on a regular basis.  This is a turn-around from the baseline study in which teachers were not observed using teaching aids.  Now teachers find that teaching aids motivate pupils and draw their attention to the subject.  Many cited that teaching aids allow pupils to explore the lessons through various senses, such as sight and touch.  It also may provide pupils the opportunity to participate and “learn by doing.”  Teachers find that the use of teaching aids makes their lessons “easy” and “saves time.”  Some said that the use of teaching aids encourages “discovery” and allows the student to engage in “concept building.”  Most said that the use of teaching aids allows students to retain knowledge for a longer time.  Most of all, when a teacher uses aid, pupils “like the lesson and enjoy it.”  One group of teachers said that their use of teaching aids reduces absenteeism and truancy.  

However, teachers see great constraints to their ability to create a child-friendly and learner-centred teaching/learning environment.  They cite truancy, absenteeism, lack of support from parents, lack of sufficient number of textbooks, teacher shortage, desk shortage, lack of training on child-centred techniques, overcrowded classrooms, lack of teaching/learning aids and materials, children’s low level of performance, and a general dearth of what makes up a conducive and attractive learning environment.

To address these constraints, KEEP has facilitated and implemented various processes and interventions to mitigate these barriers.  

Output 2.1

Adequate and appropriate teaching and learning materials supplied at primary level and for TRC

KEEP activities related to teaching/learning materials include libraries (facilitated by KEEP, but implemented by another CARE project TVP
), provision of textbooks, provision of materials for teaching/learning aids and charts, maps, etc., and provision of reference materials for the Teacher Resource Centre.  

Through TVP, KEEP has been able to facilitate the establishment of four libraries.  Some schools reported that adult learners also use the lending library.  During its next phase, KEEP will continue to work with TVP to establish libraries in the three remaining schools.  

KEEP has made significant efforts to provide textbooks to all schools to ensure that the standards book-pupil ratio is reached.  In some cases, this ratio exceeds the standard requirement.
  However, in some classroom observations, the book-pupil ratio has not been met, even though the books have been provided to the schools.  In an effort to preserve textbooks, most head teachers keep them in their stores, fearing that by distributing all of them, they may not have any for future.  In most schools, there is no standardized system for storekeeping, inventory or textbook registration.  Some teachers decide according to their own discretion whether they will distribute all the books that have been supplied, whether they will hand them out at the beginning and then collect them at the end of the class, or whether they will allow the students to take them home for homework.  Some teachers said that they allowed individual students to write down their names on the book, in order that they would be responsible for it.  This system is counterproductive to school ownership and responsibility for textbooks.  

On the issue of materials for teaching/learning aids, KEEP has provided some support to this initiative as well as to youth clubs.  During classroom observation exercises, the evaluation team noted that teaching aids were not always used effectively.  Some teaching aids were cardboards or flipcharts with exercises written on them.  It was noted that teachers could have used the blackboard instead to accomplish the same purpose.   Some teaching aids were inaccurate, incomplete, too small to be seen by all pupils, or unrecognizable for the image it purported to represent.  Also, some teachers felt that as long as they went into the classroom with a teaching aid, they were doing their duty.  However, many teaching aids were not effective in meeting the goal of the lesson in ways that enhanced comprehension.  Moreover, there were no charts or posters on the walls of most classrooms.  

Teachers observed varied in their approaches to teaching/learning.  Some were effective, dynamic and “friendly.”  However, others had difficulty making connections with children and making themselves understood.  In general, the emphasis on lesson plans and schemes of work seems to be rather artificial.  In the case of lesson plans especially, there is little more written about the teacher’s intention than the topic.  Teachers also write down that they intend to use teaching aids, but often do not use those for which they planned.  For the most part, teachers do not use reference books, even if they have school libraries available with suitable resources.  Results on teachers’ ability to be consistent with the syllabus and organize their lessons to follow a logical sequence seemed to be at a similar level of competency as that observed during the baseline study.  

The Teacher Resource Centre is currently housed in the project office.  The collection of reference and resource materials is augmented periodically.  Teachers and other education personnel borrow books from the centre.  Because of the location of the centre, the TRC is not heavily patronized.  However, when the TRC is located in the secondary school, it should be well used.  

Recommendations:

· KEEP should collaborate with other education personnel to ensure that there is ongoing training on teaching aids development in primary schools.  

· KEEP should facilitate with other education personnel, the pre-testing of teaching aids to ensure that they are meaningful to children and add value to the lesson.  

· KEEP facilitates capacity building of head teacher and other education personnel to ensure that all materials are utilized (not stored) to enhance quality education (textbooks, soft boards, visual aids).  

· KEEP should facilitate schools to keep inventories of teaching/learning materials, especially textbooks.  

Output 2.2

Teachers/facilitators trained in gender-sensitive, learner-centered methods at each level

KEEP has outsourced all its training to teacher training colleges and other bodies recognized by the central MOEC and DEO.  KEEP sponsored numerous short-courses for teachers.  Teachers recognize KEEP as a facilitator and sponsor of their training.  Training opportunities are much appreciated by teachers.  However, many teachers felt that these short courses only whet their appetites for more.  They felt that the training was incomplete and that they were ill-equipped to handle all the challenges of the classroom.  

A number of teachers had attended training for upgrading.  However, the number willing to leave their families for the length of time required fell far short of KEEP’s expectations.  Those who did attend upgrading training were inspired by the opportunity, and some have aspirations to go on to university.  

Teachers at staff meetings made decisions about the content of the training.  In some schools, only head teachers and subject heads make these decisions.  The list of training needs is reported to the Ward Education Supervisor and to KEEP.  Together, KEEP and education personnel in the ward and DEO design a training programme based on the lists that come from the schools.  Most of the training content is centred on class subjects and their topics.  A limited number of teachers is able to attend each training session, which lasts two weeks.  The head teacher chooses the teachers eligible for training.  Often those chosen are the head teacher and the subject teacher.  Often other teachers do not have a chance to attend training.  The trainees are expected to return to their schools to share their knowledge; however, most teachers only describe their experience at a brief staff meeting.  Some teachers are not given this brief forum to share their new knowledge, but are expected to pass on their knowledge on a one-to-one basis.  At some schools, there is no forum for teachers to disseminate their new knowledge, and the opportunity of their training remains undiscovered.  

Asking teachers to identify their training needs usually yields a list of topics that correspond to their lack of academic knowledge.  Only one school reported that the teachers explain their problems in teaching, and then the academic teacher analyses these problems and categorizes them into training needs.  In discussion with the evaluation team, while some teachers mentioned their need to be trained on topics in the syllabus, most said that they wanted to know more about child-centred or participatory methods.  It is possible that the teachers’ interview schedule suggested the need for child-centred methods and this is why they identified it as such.  If teachers identify the need for better teaching/learning methods and techniques, there is no guarantee that they will be trained in effective use of those methods.  

Teacher trainers use a didactic approach to training.  They do not use a role modeling, role play, or simulation approach to training.  Thus, training focuses on the subject content of the lesson itself, and the theoretical issues surrounding both the content and process of teaching the lesson, i.e. photosynthesis.  In some cases, trainees were also trained in the creation and use of teaching aids.  In any case, teachers return to their schools modeling a didactic approach, but at the same time able to articulate the rhetoric of assumptions on child-centred approaches.    In reality, however, the teaching/learning environment does not change--it remains teacher-centred and often aloof from the needs of the pupils.  This situation is exacerbated by the accepted and expected role of teacher as proponent of corporal punishment.  

Although the range of teachers’ training needs is widespread, KEEP is better equipped to assess teacher training needs from the perspective of the classroom and the pupils’, and not only from the teachers’ lack of subject knowledge.  KEEP has not been able to identify teacher trainers who use a participatory approach to training itself, and who illustrate child-friendly and learner-centred methods as an inherent approach to training.  As a result of this gap in the availability of suitable training programmes which directly address and practice learner-centred and gender-sensitive techniques, tailored to the constraints faced by Bugarama ward teachers, it is recommended that KEEP devise with the WES and DEO, suitable training for ward and school level.  KEEP is well positioned to take a lead on this innovative type of training and to provide a viable model for similar programmes, especially in remote areas.  This corresponds to the teachers’ request for ongoing and integral training at the ward level.  

Recommendations:

· KEEP should collaborate with other education personnel (i.e. inspectors, DEO) to accomplish a teacher training needs assessment with a focus on learner-centred and gender-sensitive methods, development of teaching/learning aids and classroom management.  

· KEEP facilitates the creation of a cadre of teacher trainers at ward level, with emphasis on learner-centred and gender-sensitive methods, development of teaching/learning aids and classroom management.  

· Teacher training should be focussed, specialized and intensive.  The teacher should feel confident in his or her proficiency in the subject or skill area covered in the module.

· Encourage head teachers and COBET coordinators to have special forums at their schools or centres to share knowledge and skills gained from INSET training, i.e. “good practice guides” should be available at staff meetings with notes on methods and discussion questions. 

Output 2.3

COBET learners successfully complete three years of the programme

The COBET (Complementary Basic Education) programme initiated by KEEP is unique in Shinyanga Region.  KEEP has taken a brave lead on this programme, and it has met with success.  Several COBET centers have been established and are staffed by trained coordinators and facilitators.  

COBET is meant to be a community-owned non-formal basic education programme targeting out-of-school youth and children who missed enrolling in school at the appropriate age.  Its purpose is to provide students with an accelerated opportunity to pass into the formal system.  The programme is three years in length.  Currently, the alternative teaching/learning material is available only for the first year.  The material for subsequent year is only available in modules.  On a national level, the programme seems to be progressing in fits and starts, having been proven successful at pilot level with UNICEF.  

The idea that COBET students should eventually pass into the formal system is somewhat at odds with its target group.  It would be expected that over-aged, out-of-school children and youth would require alternative education or vocational options after COBET, particularly for many COBET learners who are socially disadvantaged, i.e. AIDS orphans.  In addition, for those students in remote areas (#9), it would be difficult to mainstream the Standards IVs into regular primary because there is no nearby school.    The programme itself seems to have inherent contradictions in its design, and these have come out in various ways in Bugarama ward.   The diversity of approaches to COBET notwithstanding, the programme is making a significant contribution to out-of-school youth.  

All COBET centres are affiliated with primary schools, except COBET #9, which is a community school.  One COBET centre in Ibanza is removed from the primary school, while the others are within primary school compounds.  All centres have staff who are paid by KEEP.  Each centre has three teachers:  one qualified “coordinator” and two para-professional (unqualified) “facilitators.”  In some case, the facilitators have some work experience, and in other cases, facilitators are form-form leavers who have no experience.  The students, called “learners,” range in age from 8-18.  According to learners, the outstanding features of the programme are the individual attention they receive from their three facilitators, the non-threatening learning environment, which is more relaxed than the regular primary classroom and free from corporal punishment.  Learners have testified that they have learned to read and write (and in some cases speak) Swahili in a short amount of time.  Some learners are obviously disadvantaged, and come to the centre in spite of their parents’ protestations.  In addition, in the Ibanza centre, almost a third of the learners were orphans.  Other learners are simply those who did not have access to the system because of their lack of proximity to school.  

COBET centres that were within regular primary schools seemed to conform to the primary environment.  Students are not required to wear uniforms, but most wanted to do so to show the seriousness of their efforts.  Only at the Ibanza centre, which clearly served disadvantaged youth and orphans, did the learners appear in their ordinary clothes.  Even the community school boasted two bursting mud classrooms with uniformed learners in black and white.  Furthermore, Kakola’s huge primary school distinguishes its COBET centre with uniforms that are distinctive—red shirts instead of white.  The uniform issue is indicative of the hesitant acceptance of the COBET centre as non-formal education.  Both COBET facilitators and learners desire to be in the formal system, but also like the fact that their centre offers an alternative to the often punitive and impersonal nature of the hectic and overcrowded lower primary classroom.  Another indication that COBET centres desire to conform as much as possible to the formal system is the new initiative to have inter-centre examinations.  Examinations are another aspect usually shunned by the non-formal education system.  However, COBET centres are demanding to engage in this exercise in order that their students are fully prepared to enter primary school.  

Other characteristics of the non-formal COBET classroom are the “team teaching” and experiential learning features.  However, it was not evident that facilitators had had enough training to be able to practice these techniques effectively.  Instead they use a didactic approach, but with such a small group of learners (the class size is limited to 30, but because of absenteeism the number of learners can be as few as 15), and three teachers, most receive individual attention sufficient for them to keep up with the lessons.  Learners are allowed to come to the centre at will and learning time is from 9 a.m. to 1 p.m.  Absenteeism ranges from 50-80%.  However, facilitators say that they also do remedial tutoring, and coaching in open and informal settings, especially on life skills.  

There are significant differences between facilitators with and without work experience.  Those without work experience seem to be more focused on their professional development opportunities and salary, whereas those who have made a conscious decision to become a COBET facilitator after several years of work experience, seem to have a vocation for teaching methodically, and a talent for using teaching aids and stories to assist learners’ comprehension.  COBET facilitators only have one month of formal training and need ongoing support and training.  Because of the strength of the training programme, all COBET facilitators could clearly articulate the principles of the COBET approach.  However, when asked in a different context to say how COBET was different from primary school, most had difficulty in comparing the non-formal with the formal learning environment.  Because of its “non-formal” characteristic, COBET suffers from absenteeism, both by its facilitators and its learners.  Those facilitators who are young and inexperienced in the teacher profession and who only receive an honorarium (not a salary), may not have sufficient maturity for the position.  

Another characteristic crucial to the COBET programme is community ownership.  Thus, the intention is that the community, out of concern for its out-of-school youth, identifies suitable facilitators from the area and gives them an honorarium to carry out the accelerated programme during a shorter day, at a location convenient to all.  However, this is not the case in Bugarama ward, where the COBET programme is run by KEEP and supported by the Ward Education Supervisor as well as the affiliated primary schools and their head teachers.  Head teachers of primary schools provide COBET staff with advice and materials.  The DEO applauds the programme and says that there are plans to expand COBET.  However, it is not clear how or when the DEO will support the programme.  COBET facilitators--as para-professionals--can only be supported by NGOs or communities.  

KEEP has not involved communities to such an extent so that they own the programme.  School committees and COBET committees are not empowered to make decisions and meet irregularly.  COBET staff seemed to be primarily dependent on KEEP staff for their support.  KEEP staff have had to monitor COBET centres weekly (and will continue to do so) because COBET staff are prone to absent themselves from their responsibilities.  Some community leaders have identified these weaknesses in several COBET facilitators and have pointed out their lack of training and maturity.  On the other hand, parents who may have given up on the education system, have now seen options for their children.  They are more aware of the value of education and willing to cooperate rather than resist.  KEEP has not fully capitalized on the interest of these parents.  

.  

Any problems with the COBET programme are reported by facilitators to the Ward Education Supervisor, who reports them to KEEP—“problem solved.”  KEEP allows that project to be “grown up”—without KEEP the programme is “nothing”—“it cannot exist.”

According to PEDP, major implementers of the programme will be local government authorities and NGOs.  Indeed, if KEEP promotes COBET to village governments and communities, its potential as a growing basic education alternative is secure.  

Recommendations

· Initiate multi-level advocacy campaigns at MOEC, UNICEF, district, ward, village and school community to expand and sustain COBET.  KEEP facilitates ward- and village-level governments and head teachers to discuss with parents of COBET learners the importance of basic education and programme attendance.

· Responsibility of managing and sustaining COBET should planned in cooperation and in formal partnership with the ward and district, and eventually be shifted to these authorities.  COBET committees should be pro-active in supporting the centres.

· KEEP facilitates ward- and village-level governments, head teachers, coordinators and facilitators to better meet the needs of orphans and children in difficult circumstances through more flexible timing of lessons and inclusion of HIV/AIDS education.  

· KEEP should review the understanding of team teaching and its use with coordinators and facilitators.

· COBET staff should have a variety of work experiences in order to contribute effectively to meet the needs of non-formal learners.  

Output 2.4

Improved exam performance at primary levels IV and VII


With the Ward Education Supervisor, KEEP has initiated ward exams on a quarterly basis.  Inter-school exams are also held on a monthly basis.  KEEP field officers assist the WES with these processes.  The routine of continuous assessment and mock exams has proven fruitful.  Pupils’ exam results at Standard IV and VII have greatly improved compared to baseline.  This improvement in performance has encouraged parents, teachers and communities at large.  Schools are proud of the distinction of placing closer to the top.  Teachers noted that students’ outstanding performance is rewarded by KEEP, and they consider these rewards a major contribution in recognition of their efforts.   District officials have taken notice of this turn-around in results.  This KEEP activity is well worth the investment of staff time and effort, because of the proven results.
  Care should be taken to pay more attention to schools who are still struggling under great challenges which affect their performance.  

Output 2.5

Improved quality of teaching/learning in pre-primary classes

Another KEEP initiative was to give a head start to the Bugarama ward’s pre-primary programme.  Although all wards were obligated to start pre-primary for children aged six, in many areas facilities and qualifies personnel did not exist.  However, KEEP took up the challenge, and started the programme in October-November 2003.  Primary teachers interviewed felt strongly that children who attended pre-primary had significant advantages when they entered Standard I.  They felt that pre-primary school assisted children with “readiness” for school—they became familiar with the school environment and had already learned some basics, i.e. Swahili, so that their comprehension is better.  They also noted that pre-primary classes have potential to enhance Standard I enrolment.

However, primary teachers believed that a minimum set of requirements should be in place for a successful pre-primary programme:  

· Sensitization of the community to support the establishment of the pre-primary programme and its enrolment levels

· Appropriate shelter/classroom/infrastructure

· Funds for running costs

· Qualified pre-primary teachers

· Mid-morning snacks

· Appropriate teaching/learning materials

By capitalizing on the strengths of another CARE education project, Basic Education Fellowship, KEEP was able to train pre-primary teachers in the Montessori method for Early Childhood Development.  The training programme has provided teaching/learning aids and ideas of how to use local materials to create more aids for the classroom.  All teachers had received the same type of pre-primary training and continue to receive refresher training at planned intervals.  The District Education Office pays these teachers.  

However, several of the pre-primary classes are held in temporary or makeshift classrooms.  Some pre-primary classes have to meet outside, and children must sit on the ground.  Most pre-primary spaces do not have furniture or sufficient teaching/learning aids.  KEEP intends to provide furniture for these classes (for pupils and teacher).  Pre-primary sessions usually last from 7:30 to 10:00 a.m., and include approximately an hour of instruction and play time inside and outside the class, including activities such as football, singing and jumping.  When the children become hungry and complain, the teacher has to send them home.  Some classes are huge (60 in Kakola), but others are small due to the lack of facilities.  

The programme seemed to have started before it had the buy-in from the parents and community at large.  Nonetheless, community support is gradually increasing.  Parents are starting to contribute funds for porridge.  Others have purchased mats for their children to sit on.  The village government is sensitizing the community to the importance of pre-primary and enrolment.  In contrast to these signs of support, there are some communities that show no interest whatsoever.  One of the advantages of pre-primary is the head start that it gives to girls’ education.  Some pre-primary teachers noted that girls’ attendance is falling short of expectation, because some parents keep girls at home to take care of younger brothers and sisters.  

For those pre-primary teachers who have some support from the community, no matter what their conditions, they find their efforts rewarding.  They are pleased when Standard I teachers appreciate the advanced comprehension of their pupils who have attended pre-primary.  Those who started pre-primary in 2003 are now better in reading and writing than children who did not have the advantage of the programme.  Teachers are pleased when the community recognizes the value of the programme.  Some parents are proud to tell the teachers what the children said that they have learned.  Since pre-primary education is new in the area, parents are happy with the initiative and surprised at what children can learn at such a young age.  Several parents make a “follow-up” with the teacher, showing their interest and concern for their child’s education.  

Recommendations:

· Pre-primary (and/or ECD) should not be initiated unless sufficient resources, personnel and equipment are assured at the minimum acceptable levels, i.e. teacher/pupil ratio, etc.

· KEEP facilitates ward- and village-level governments and head teachers on the establishment and management of pre-primary centres.  

· Within a participatory process, pre-primary and ECD experts should be consulted and an appropriate design be tabled for the construction of a pre-primary facility.  

· KEEP support to pre-primary and Standard I in Nambatisa (No. 9) should be reviewed re budget and agreement because KMCL will not assume responsibility for expenditures for these classes, but only COBET centres.  KMCL will only honour pre-primary and primary activities in the seven schools that it recognises.  

Outcome 3:

Communities managing and supporting basic education in their areas

Community participation in school development is seen by the government as a strategic approach to increase a sense of communities’ contributions and ownership for school developments.  Each school has a committee that works very closely with the head teacher.  Other key actors in supporting education development include village government which is responsible for mobilization of resources.  
The roles and responsibilities of school committee members include mobilization of resources, monitoring school attendance and at times the performance of teachers in terms of whether or not they attend classes. The cases of absenteeism for pupils are reported to the village government and their parents are normally taken into task.  The village government has established a by-law requiring parents to pay fine in case their children are absent from school.  Some committee members admitted that they are not involved in quality control issues as they are not capable of doing so.

The village governments work in collaboration with the school committees to facilitate school development.  Normally the decisions made in school committees are forwarded to the village government.  The Village Chairperson is a member of Ward Development Committee who reports, among other issues, matters related to education. The discussion with village government leaders and ward development committee members revealed that KEEP is not working directly with them but rather with individuals in their own capacities e.g head teacher.  KEEP should explore avenues for engaging ward-level management and village governments in supporting access to and quality of education in ways that are consistent with their mandates.  The intention is to lobby for their support so that they can fulfil their obligations as expected.

Output 3.1

School committees have increased capacity to effectively carry out their school development plans using principles of good governance

The school development plan is prepared by school committee and later submitted to the village government for incorporation into the village’s plan.  KEEP has facilitated training of school committee members to enhance their understanding of roles and responsibilities in contributing to school development.  However, the MTE team noted that the school committee members have varied levels of educational qualifications and experiences in mobilizing the communities for school development.  While some committee members were capable of delineating factors that hinder their schools from attaining quality education, others were struggling even in expressing their roles and responsibilities. Thus, a general training offered to school committees may not be effective in addressing specific needs of the individual school committees.

It was further reported that the village government also controls the expenditure of contributions made for school development.  The village government pay the contractors and make supply of needed materials.  The school committee members were of the opinion that the contributions should be handed to them so that they can be responsible for supervision of work as well as expenditure as it is the case for PEDP development fund.  The school committee members expressed a concern that they have been given responsibility to ensure school facilities are in place but they have no authority to solicit contributions from community members.  The struggle for power has resulted into conflicts between the school committees and village governments.

Communication Regarding KEEP activities

During interviews with the district officials, the DEO indicated that the district is not quite conversant with KEEP’s activities.  However through interview with KEEP staff we noted that the district has been involved in KEEP activities and also KEEP’s semi-annual report is normally submitted to the district.  The report should include both successes realized and challenges encountered so that reasons for failure to accomplish the planned activities are made known to the stakeholders.  

At school level, KEEP has been working mainly with the head teachers who inform the school committee members about KEEP activities.  Through the current education reform program, the school committees are charged with the responsibility of designing and implementing school development plans. Since KEEP has been training the school committee members to ensure that they provide expected leadership in managing school activities, KEEP should also review its mode of operation at school and initiate direct contacts and interactions with school committee members.  Some school committee members felt that KEEP is not transparent in undertaking the project activities, “we do not know, for instance, why the playgrounds are not in place, we only see KEEP staff coming and doing things without informing us”. 

School committee members indicated that they are responsible for supervising the construction work.  In some schools they indicated that they prepare a supervision roaster.  However, the quality of buildings constructed does not suggest that there is such a close supervision.  The finishing aspect was not well done.  In most of the classrooms constructed the floor was poorly done due to failure of committee members to abide to the cement mixing ratios (KEEP, Annual Progress Report 2003).  Lack of proper supervision will lead to fast deterioration of facilities and make the schools fall in the same trend of having unsuitable facilities for teaching and learning.  There is a need to strengthen the supervision of classrooms constructed to ensure that the ratios
School committees are supposed to meet four times per year.  However, they indicated that whenever there are urgent matters to resolve they usually meet, “sometimes we meet four times a month”.  When urgent meetings are done frequently, they tend to dominate regular meetings that have specific agendas to be accomplished.  Consequently, there is a danger of loosing the vision of scheduled meetings and embark on management by crisis. The tendency to meet only when there is an urgent matter to handle was also observed for the Project Advisory Committee (PAC).  PAC was formed in order to serve as an advisory organ that would advise KEEP on management issues and undertake evaluation of the activities accomplished. PAC members indicated that they were very happy with KEEP management and that they normally work together  very closely.  “it is difficult for us to identify weaknesses of KEEP because we are also responsible for implementation of KEEP activities.”  It was evident that PAC is not proactive to play the advisory role.  Members indicated that they meet when there are problems to discuss.  “The last meeting was held in August 2003”.  PAC members did not feel responsible for providing advice but rather an organ to be consulted for problem solving.

Recommendations:

· KEEP facilitates regular meetings with stakeholders (including KMCL) and particularly with school committees.  Emphasis should be on institutionalized good management practice through regular and productive meetings, rather than holding meeting only to address emergencies and problems.  

· Explore avenues for engaging ward-level and village-level governments in supporting access to and quality of education in ways that are consistent with their mandates.  

· Clarify roles and enhance communication with all stakeholders by establishing regular and predictable reporting intervals.  KEEP provides DEO, KMCL and all stakeholders with brief and compelling quarterly results-based reports to encourage all actors.

· KEEP empowers PAC to play a proactive role in advising KEEP, i.e. calling their own meetings, formulating their own agendas, and carrying out self-evaluation of KEEP activities.  

· Discuss and agree with School Committee members (not only head teacher) on modalities of communication and operations, i.e. processes and mechanism that are sustainable should be put in place.

· KEEP facilitates ongoing capacity building for school committee management, participatory planning and self-evaluation.  Training needs assessment for school committee should be conducted for the purpose of giving more intensive training to committees that have less experience and skills.  

· KEEP should not attempt to mitigate the tension between School Committee and Village government.  Work more closely with School Committee and provide routine reports to Village Government.  

· KEEP facilitates ward- and village-level governments, school committees and head teachers to sustain and replicate good management practices and models.  

Output 3.2

Increased active citizenship by community in their demand for and engagement in issues related to education and schooling

KEEP has supported training for school committee members and has facilitated sensitization and mobilization campaigns for enhancing community participation in education related activities.  Community participation in construction and rehabilitation was very high. In order to promote attendance, the village government has been responsible for creation and enforcement of school by-laws. The involvement of school committees and village governments on aspects of ensuring quality education was still minimal.  This was partly due to pathetic condition of buildings that prevailed before the commencement of the project.  Therefore, the priority has been in establishing the physical infrastructure and basic facilities.  On the other hand, school committee members indicated that school inspectors are not encouraging them to be proactive on quality issues but rather to focus on infrastructure and attendance.  Given that the situation of physical facilities has improved to a great extent, community members should be empowered to take active role in ensuring quality education is attained. 

There is a high demand for a secondary school in the ward because the number of children passing primary school leaving examination has been increasing from 32 in 2001 to 117 in 2003.  Parents do not see the essence of having many children passing the examination if they are not continuing with secondary education.  According to one school committee member from Busulwangili, “a successful primary school is that with many children joining secondary school, in our case, we have not seen a pupil going to secondary school since 1990.  Yet we are told that the performance of pupils has improved – how?”
Existence of attractive buildings and grounds alone can not guarantee children’s enrolment and attendance in school.  Other factors that make children dislike schools should be taken into account to ensure that the provision of physical facilities leads to increased enrolment and achievement.  Pupils said that they did not like school because of corporal punishment.  In contrast, the COBET learners said that they enjoyed the program because of the absence of corporal punishment and the relaxed learning atmosphere.  Mobilisation and sensitization campaigns should aim at making the community members aware of the possible effects of corporal punishment for pupils. 

The village governments were active in making follow up of matters related to primary schools, but not COBET and pre-primary schools.  The COBET committees were not very active in improving the learning environment and even in mobilising the community members.  For instance, the facilitators were required to call parents to discuss problems related to COBET learners, especially on the aspect of absenteeism. However, the attendance of parents was quite discouraging because they have not been sensitized enough on the importance of COBET.  Indeed, COBET program was not receiving needed support from the community. CARE (KEEP) was the sole source of encouragement and material support to the program.

The pre-primary school program is beginning to gain support from community members.  Some communities e.g Igwamanoni have started providing porridge while others like Buyange were in the process of collecting funds for making porridge.  KEEP should capitalize on such initiatives and encourage community members to sustain them.

Recommendations:

· KEEP facilitates with other education actors, ward- and village-level governments and school committees on ways to enhance the continuous process of sensitizing and mobilizing school community on issues of child’s right to a quality education. 
· Within the context of Global Week of Awareness for Education For All, KEEP should facilitate partners and stakeholders to undergo advocacy against corporal punishment in schools.
Output 3.3

Increased demand for education by girls, their families and communities

Factors that prevent girls from schooling include reluctance of parents, especially in rural areas, to send their daughters to schools because girls are considered important labours in the household as they help their mothers to do the house chores and take care of their young siblings.  The time spent in school seem too much to waste for the parents.  Also some traditional practices still serve as barriers to girls’ education.  Some parents feel that schools may “spoil” their daughters and make them fail to get attractive dowry.  Such practice was prevalent in Busindi where parents send their daughters in other villages to avoid being asked to send them to schools.  Early pregnancies and marriages continue to serve as obstacles to girls’ education.  Initiatives are being taken at the ward and village levels to increase girls’ education.  These include campaigns to discourage early marriage, educating the community on the importance of girls’ education.  For instance, in the year 2003 during the Global Campaign for Education the message was “hands up for girls’ education”.

Recommendations:

· KEEP facilitates ward- and village-level governments and school committees to continue to promote girls’ rights and girls’ education through an awareness campaign and special incentives and services to enhance girls’ experience at school and in the community.  This initiative should be seen as a priority.  

OUTCOME 4

Community-based secondary school effectively established and providing high quality secondary education to selected primary school leavers in Bugarama ward

At all interviews held by the MTE team, every stakeholder pointed out the need for the secondary school, from District Education Officer to Ward Councillor to School Committee member.   All stakeholders see the secondary school as an incentive for better performance by primary school teachers and pupils.  Without a secondary school, the purpose of excelling in and completing primary school is less meaningful.  Often Bugarama students are not selected to public secondary schools, despite having achieved good performance.  Reasons for non-selection are lack of places in secondary schools and general weaknesses in the selection process
.  Thus, the aspiration of Bugarama Secondary School evokes a sense of ownership and self-determination for education improvement and progress.  

KEEP has been intensely involved in the negotiations with the district, ward and other education authorities for the permission to construct a secondary school.  The DEO is anticipating hand-over once the construction is complete.  In the meantime, KMCL expects that KEEP will continue to play its role to facilitate communication and information about the secondary school with stakeholders, and to mediate the relationship between the company and education officials at all levels.  KMCL expects construction to begin in the 3rd quarter of 2004 with a completion date in 2005.  

Output 4.1 

Increased secondary school performance by students from Bugarama ward


Currently, there are secondary school students from Bugarama ward studying in schools located in other wards and districts.  Once the secondary school is built, education authorities anticipate unprecedented enrolment, attendance, performance and completion levels of students who come from Bugarama.  Eventually, increased performance should lead to enhanced development of the area.  

Output 4.2

Secondary school is seen as a centre of learning and continuing education for all members of the community

Although not originally in the plan, the evaluation team felt that KEEP could capitalize on the interest in the secondary school and thus promote the site as a multi-purpose learning centre.  We suggested that the Teaching Resource Centre be built on the site as an annex, and were surprised to discover that this was exactly the plan of KMCL.  

In addition to the TRC, and in light of the intention to implement teaching training activities at ward level, we propose that a secondary school “auditorium” and classrooms also be constructed with the intention that they would be used for training on weekends and holidays.  In future, teaching training activities could be expanded to basic adult education, vocational, or courses/seminars on issues or skills of interest to adult learners.  We also propose that a lending library be stocked, not only for secondary students, but also for adults in the community.  In order to accommodate the multi-purpose aspects of the building, specialized plans may have to be devised, in addition to the convention design aspects of a regular secondary school.  Plans should be reviewed by all stakeholders to ensure that design elements meet the needs of secondary school and adult learners, as well as the teacher training programme.  

RESULT #5:  

Effective Management

I  Re-Planning:  Visioning

Re-orientation of KEEP as Source of Education Expertise

KMCL expects KEEP to provide education expertise, i.e. identify appropriate technical assistance in order that its education programmes are designed and run according to acceptable MOEC standards—and furthermore to show success.  KEEP has not fully taken advantage of CARE’s experience in the education sector, and because of its remote location and relative isolation, has met with constraints in applying good practices from other projects and fully taking advantage of the capacity of other partners.  

CARE should capitalize its networks and expertise (global, regional, national) to the benefit of KEEP.  CARE should spend more time and energy giving its own or outsourcing relevant expertise in order to develop the capacity of KEEP staff and Bugarama education personnel.  The Sector Coordinator should provide more assistance in designing components related to pre-primary, teacher training and advocacy.  He should also identify suitable consultants (both national and international) for the roster required to implement ward-level teacher-training and pre-primary programmes.

Re-orientation of KEEP as Facilitator of Processes rather Implementer of Activities

KEEP field staff enjoy their roles as monitors of schools and COBET centres, and as implementers of satisfying and discrete activities, such as ward exams.  KEEP field officers have the expectation that they should assist the Ward Education Supervisor with his duties.  Indeed, field staff and the WES are together four days per week.  The Ward Education Supervisor enjoys this collaboration and sees himself working hand in hand with KEEP staff.  The danger of this relationship as it has been played out, is that KEEP becomes in practice, the Ward Education Office, and that field officers engage in routinized activities that maintain the status quo, rather than adding value to the system and enhancing quality education.  KEEP should not duplicate or continue to replicate the role of the Ward Education Supervisor or other education personnel or bodies.  

KEEP should facilitate “processes” and build capacity in order to empower more ward-level education personnel in their roles.  For example, now that the ward examinations have been successfully implemented, field staff could write a short handbook on their procedures and monitor the process once or twice before finally handing over to education authorities.  Thus, KEEP’s excellent initiative of the ward examinations is a “process” that they should facilitate and hand over, rather than an ongoing set of activities for and in which they manage and participate.  

Thus, management should focus vision and prioritize activities within the context of facilitating larger processes:  communicating, negotiating, brokering, assessing needs, training, capacity building, mobilizing stakeholders, advocating, etc.   They should limit number of discrete activities (vs. processes) that require direct implementation by KEEP staff. 

ACD and Education Sector Coordinator should provide project with more supervision in light of the fact that it is entering a new phase focusing on quality education, advocacy, good governance and active citizenship.  A shift in the orientation of staff and stakeholders is required from direct implementation and provision of inputs to facilitating processes for community self-management and sustainability.  Thus, staff may need mentoring and coaching to manage this shift effectively.

Re-orientation of KEEP as Mediator between Stakeholders rather than Participant in Stakeholder Processes

Although it is not explicit in the funding agreement, according to KMCL, CARE is its sub-contractor (not partner), hired to provide expertise, and to facilitate and mediate various processes related to education in the ward.  The fact that CARE has set up a project called KEEP, rather than preserving its name—“CARE as a consultant to KMCL”--is somewhat misleading (for example, AMREF as KMCL’s medical sub-contractor is known by its name and not a project acronym).  CARE-KEEP is neither a stakeholder nor a partner.  KMCL depends on CARE to be removed from the stakeholder circle.  Instead, CARE’s role in relation to KMCL and education authorities is to remain an outsider—an objective observer that is impartial and able to assess the situation from all points of view.  Thus, CARE, as a sub-contractor of KMCL, is aware of the interests of all parties, and operates as a consultant according to its core values and principles.     

KMCL expects CARE to mediate its relations with education actors and local government authorities with respect to the progress of the education sector in the ward.  These issues can become politicized and difficult.  For example, the issue of the secondary school has become a political “hot potato” but CARE has done an excellent job of keeping that process transparent and on track.  

However, there are other issues which may arise as the project progresses and which may cause greater difficulties.  For example, many classrooms are poorly finished because donated cement was not used according to specifications.  KMCL halted the construction of classrooms until they could find ways to supervise construction according to standard.  However, they have declared that any irregularity in use of KMCL building supplies will result in ineligibility for further assistance.  This puts school committees, village governments and ward authorities in a precarious position in relation to each other.  Their vested interests are often conflicting.  

Another issue that may prove difficult is the district education office’s reluctance to mobilize existing funds for Bugarama ward because of lack of planning, capacity, and a dependency on KMCL to provide all education infrastructure.  Monies from the central government have not been used for Bugarama ward as they have been allocated.  For example, there seems to be a great expectation at schools that KMCL will build teachers’ houses.  However, at this point, KMCL believes that the district is responsible for their construction, and it has no immediate plans to build teachers’ houses.  This could be a huge issue of contention.  

Given the two scenarios described above, CARE has a great role to play as mediator between these parties.  However, mature leadership and experience in mediation are required for CARE to play an effective role as negotiator and broker, judging whose interests are served and for what purpose.  CARE’s senior leadership should be more pro-active in predicting these scenarios and strategizing how to deal with them.  The following Table provide a vision in terms next phases of KEEP.

The Progression of the Three Phases of KEEP

	Phase I – Laying Foundations 

(Basic Needs)

2001-2003
	Phase II – Ensuring Quality 

(Secondary Needs) 

2004-2006
	Phase III – Enjoying the Results 

(Self-Actualization) 

2007

	· Focus on Primary School

· Basic Education 

· Physical infrastructure

· New systems:  Pre-primary, COBET

· Training teachers outside ward

· Community sensitization


	· Focus on Primary School

· Quality teaching/learning process

· Good Performance

· Girls’ Education

· Groundwork for ward-based teacher training programme 

· Good governance

· Active citizenship

· Advocacy for special concerns


	· Focus on Secondary School 

· Teacher Resource Centre 

· Community Library

· Ward-based teaching training programme



	Increasingly . . .

· Community understanding of and demand for quality education grows, harmful traditional practices that affect girls become less prevalent as girls stay in school, community manages school

· Pupils become more critical of the teaching/learning process, more able to apply what they learn

· Teachers become more motivated, committed to learner-centred approaches, better teachers and more accountable

· WES has better education management of information systems, competes with other wards

· District owns and replicates Bugarama experience

· KMCL involved in incentives for innovation and excellent performance, eg. Special mini-programmes, girls’ scholarships, teacher awards, students field trips, etc.   

· CARE moves from facilitator role to advisor, brokering expertise and mediating processes for good practices 




II. Re-planning:  Project Priorities, Monitoring and Evaluation, Reporting and Documentation

The deliverables from this re-planning exercise were listed in the Terms of Reference (see Annex I):  

· Outputs

· Logframe

· M&E plan

· Budget

· Work plan

· Enrollment plan

After the team had completed its collection of data, and presented its conclusions to stakeholders and recommendations to staff, the majority of the team had dispersed leaving only one team leader behind.  Without greater involvement from senior management, there was some reluctance elaborate on re-planning.  However, the team leader and project manager worked together to create re-planning tools, later expanded by both team leaders.  Thus, out of the expected deliverables, we have produced:

· Outputs

· Logframe

· M&E Plan

· Work Plan (Activities)

From these tools (included in this section of the report), PM will be able to more easily budget for the 2nd phase.  

The Enrollment Plan proved a great challenge, and a discussion of constraints to devising a accurate plan based on existing data, have been discussed in some depth in the annexed report on school statistics, as well as in the discussions on Impact and Outcome 1 results.  

Revised Logframe

The project logical framework lends itself to streamlined planning and reporting according to a results chain stemming from four outcome areas:  1) improved infrastructure, 2) enhanced teaching/learning process, 3) increased community involvement and 4) effective secondary school.  

From an examination of current plans and recent reports, it is evident that the larger context of these four results is lost in the listing and description of numerous activities.  For example, all activities related to primary level education were listed together, when in actual fact, they are categorized differently in the logframe according to whether they are related to 1) improved infrastructure or 2) enhanced teaching/learning process, or even 3) increased community involvement.  

Through a review of the logframe, it was discovered that the current number of outputs (7) do not reflect the key activity areas.  The Project Manager and team leader engaged in a discussion of how to re-write the outputs in such a way as to illustrate the breadth and depth of the project’s initiatives.  The outputs have been revised to clearly show short-term results and to give a truer picture of the project’s processes and activities (see table).  New indicators and data collection tools are also suggested for each output identified (see table).  Now a total of 14 outputs have been proposed, and if adopted, each one should be elaborated in the budget and work plan, and reported on in the six-month report.  

Project Outputs

	Original Logframe 
	Revised Logframe

	I  IMPROVED INFRASTRUCTURE

1.1 Adequate basic school infrastructure available and effectively utilized at four primary schools
	I  IMPROVED INFRASTRUCTURE

1.1 Primary school and COBET buildings, outbuildings, grounds, furniture and equipment are attractive and constructed according to government standards and to accommodate enrolled pupils and their teachers

1.2 Pre-primary classrooms meet minimum standards as set by MOEC, and are attractive and safe for pupils

1.3 School building and furniture/equipment management, maintenance and inspection programme in place

1.4 Ward Education Management of Information System in place

	II  ENHANCED TEACHING/LEARNING PROCESS

2.1 Adequate and appropriate teacher and     learning materials supplied

2.2 Teachers trained in learner-centred and gender-sensitive methodological skills

2.3 TRC strengthened and providing academic and professional development for teachers
	II  ENHANCED TEACHING/LEARNING PROCESS

2.1 Adequate and appropriate teaching and learning materials supplied at primary level and for TRC

2.2 Teachers/facilitators trained in gender-sensitive, learner-centred methods at each level

2.3 COBET learners successfully complete three years of the programme

2.4 Improved exam performance at primary levels IV and VII

2.5 Improved quality of teaching/learning in pre-primary

	III  INCREASED COMMUNITY INVOLVEMENT

3.1 Six school committees are properly trained to manage basic education in their areas

3.2 Mechanism in place for community resource mobilization in support of education development
	III  INCREASED COMMUNITY INVOLVEMENT

3.1 School committees have increased capacity to effectively carry out their school development plans using principles of good governance


3.2 Increased active citizenship by community in their demand for and engagement in issues related to education and schooling

3.3 Increased demand for education by girls, their families and communities



	IV  EFFECTIVE SECONDARY SCHOOL

4.1 Basic Secondary school infrastructure available and effectively utilized


	IV  EFFECTIVE SECONDARY SCHOOL

4.1 Increased secondary school performance by student from Bugarama ward

4.2 Secondary school is seen as a centre of learning and continuing education for all member of the community


Revised Planning Process

Programme staff plan on a quarterly, monthly and weekly basis.  Field officers create a new plan for each week, and on each Friday, they write a report about their week’s activities.  This focus on activity (vs. process) planning is satisfying for field officers.  However, in light of the above discussion on the vision of project, this micro-planning has caused the project lose sight of its purpose as a facilitator as opposed to a direct implementer.    Planning should take place on a quarterly basis, not in monthly or weekly intervals.  Quarterly planning within the context of a coherent vision will encourage staff to focus on longer-term processes that are more complex and multi-faceted, i.e. facilitating community ownership of COBET centres.  

Programme staff should have regular weekly meetings with their supervisor to discuss progress on their quarterly plans.   The PM should ensure that these sessions are for coaching and improving effectiveness of operations.  Field Officers should be enabled to plan and manage their activities to perform according to the larger vision and outcome results of the project.  

Current activities should be reviewed to determine whether they contribute to the achievement of planned results.  It was observed that field officers are engaged in monitoring and delivering inputs to schools.  Apart from COBET centres, the necessity of daily monitoring activities in schools may not be productive.  This also stems from the fact that KEEP staff are not systematically monitoring specific variables and noting changes in their status.  On the issue of delivering inputs, this activity could be accomplished by support staff, who are in charge of procuring these items.  Again, with no consistent mechanism for keeping track of inputs at schools, the involvement of field staff in this activity is redundant.  

Staff should be encouraged to be innovative and to plan ways to work more efficiently.  For example, field staff should keep a daily diary of their activities, to be filled out throughout each day as they carry out their work.  This would function as their aide memoire for the week and free them up to work on Fridays.  Inefficiencies were also noted as a result of the Field Officers inability to use computers.  They spent days on assignments that should have taken them a few hours.  They should be oriented to their computers and appropriate use for professional development.  KEEP should purchase a computer programme that allows F.O.s to learn keyboarding skills.  Staff should be provided with orientation on Word, Excel and Internet use for research and professional communication.

In addition, in order to facilitate greater coverage and efficiency during the reporting period, field officers should be assigned separate responsibilities (schools, activities, processes).  Project work should be divided among staff according to their experience and qualifications.  HR should assist with advice for IOPs.      
KEEP RE-PLANNING EXERCISE:  Revised Logframe, Outputs and Activities for 2nd Phase

	OUTCOME 1

Physical environment and infrastructure in the 7 schools effectively supporting teaching and learning.

	Output 1.1

Primary school and COBET buildings, outbuildings, grounds, furniture and equipment are attractive and constructed according to government standards and to accommodate enrolled pupils and their teachers
	Output 1.2

Pre-primary classrooms meet minimum standards as set by MOEC, and are attractive and safe for pupils
	Output 1.3

School building and furniture/equipment management, maintenance and inspection programme in place
	Output 1.4

Ward Education Management of Information System in place

	Activities:

-Facilitate meetings and mediate between stakeholders for the effective construction of remaining primary classrooms and renovation of floors in existing classrooms

-Negotiate with KMCL on the most effective ways to complete the playgrounds, and involve other stakeholders during the completion period

-Provide remaining desks for primary

-Facilitate community and school landscaping plans to keep grounds attractive and dust-free

-Using MOEC inspection indicators, collaborate to determine whether construction and finishing is up to standards (at completion, and at annual reporting periods


	Activities

- Identify MOEC and other international standards (check Consultative Group on Early Child Development), determine requirements and design elements for appropriate pre-primary facilities 

-Identify appropriate expertise to give design advice

- Design pre-primary primary facility with stakeholders and schools

-Facilitate construction of pre-primary facility (building, fence, play area)

-Procure suitable multi-purpose furniture

-Procure suitable in-door and out-door play equipment


	Activities

-Collaborate with KMCL on the inspection of buildings according to MOEC standards

-Facilitate annual inspections

-Work with school committees and other stakeholders to create management and maintenance plan
	Activities

-Train head masters and teaching staff in management of education information systems as per MOEC standards

-Monitor use of MOEC standard forms and books to establish that data is accurate and reliable

-Ensure that school statistics are well maintained (enrolment, attendance, performance, etc.) by verifying data




	OUTCOME 2:

Teachers in participating schools, ECD centers and adult education classes are effectively using gender sensitive, learner centred methods supported by appropriate resources.

	Output 2.1

Adequate and appropriate teaching/learning materials supplied, primary level and TRC
	Output 2.2

Teachers/facilitators trained in gender-sensitive, learner-centered methods at each level
	Output 2.3

COBET learners successfully complete three years of the programme
	Output 2.4

Improved exam performance at primary levels IV and VII
	Output 2.5

Improved quality of teaching/learning in pre-primary classes

	Activities:

-Facilitate TVP collaboration with field officer and resource people for training school librarians and school committees to manage and maintain libraries

-Initial preparation for library book procurement through TVP for the 3 remaining schools

-Procure wall charts and flip charts (primary: geography, science, maths)

-Monitor the use and maintenance of inputs supplied so far 

-Set up simple textbook inventory system

-Set up textbook registration system so that textbook-pupil ratio is maintained as planned

-Continue to build up stock of books and resources for Teacher Resource Center for teacher/facilitators at each level


	Activities:

-Identify and contract appropriate expertise in learner-centred methods

-Carry out Needs Assessment for teachers and facilitators

-Design ward-level teacher training programme

-Identify and train cadre of teacher trainers at ward level 

-Facilitate regular school/centre (monthly) and ward level (quarterly) seminars and workshops 

· Learner-centred methods and child-friendly classroom

· Gender-sensitive teaching/learning materials and techniques

· Classroom management

· Use of teaching/learning materials, including aids

through use of subject content and classroom simulation (role play, role modeling)

-Provide materials on methods, techniques, issues for reference and discussion

-Encourage and sponsor teachers to upgrade their qualifications

-Train teachers to staff TRC
	Activities:

-Ongoing monitoring to ensure facilitator and learner attendance

-Special technical assistance to Busindi and Ibanza centers

-Procure books and modules for Yr. II, Cohort 1 and 2

-Facilitate inter-centre exams

-cross-visit to UNICEF COBET programme
	Activities:

-Work with Head Teachers to set targets for primary performance

-Hold ward exams Std IV and VII

· preparation

· packing

· marking, etc.


	Activities:

-Send teachers for ongoing training

-Provide materials suitable for pre-primary programme (toys, story books, visual aids, stationery, paints and crayons)

-Ensure application of training and use of materials in classroom through monitoring


	Outcome 3:

Communities managing and supporting basic education in their areas

	Output 3.1

School committees have increased capacity to effectively carry out their school development plans using principles of good governance
	Output 3.2

Increased active citizenship by community in their demand for and engagement in issues related to education and schooling
	Output 3.3

Increased demand for education by girls, their families and communities

	Activities:

-Identify appropriate expertise and materials for needs assessment and training

-Training Needs Assessment for school committees

-Training of school committee members

-Share current policies, circulars and directives

-Facilitate preparations for GWA


	Activities:

-with school committee, share current policies, circulars and directives
-awareness campaigns (GWA, etc) on children’s rights to quality education

-public education on parents’ roles and responsibilities vis a vis the education of their children and their involvement in the education system


	Activities:

-Awareness campaign on girls’ rights and girls’ education

-Special incentives programme for girls’ education



	OUTCOME 4

Community-based secondary school effectively established and providing high quality secondary education to selected primary school leavers in Bugarama ward

	Output 4.1 

Increased secondary school performance by students from Bugarama ward
	Output 4.2

Secondary school is seen as a center of learning and continuing education for all members of the community

	Activities:

Facilitate meetings and mediate between stakeholders for the effective construction of secondary school

Awareness meetings


	Activities:  

Adult Library

TRC

Multi-purpose Training Hall




Revised Monitoring and Evaluation System

Collection of data to show results was accomplished on both a regular and ad hoc basis.  There was no indication that the original M&E plan had been followed.   During the staff interview, PM and field officers noted that they had no specific M&E tools to monitor progress toward results.  Generally, they reported on process indicators, which are determined according to their weekly activities.  They used existing school statistics and project records to report on activities and inputs provision.  No system has been established to verify school statistics, which were proven to be largely unreliable (see Annex on School Statistics).  

A simple set of monitoring tools should be devised for KEEP and used by Field Officers.  These tools should be used at regular intervals and should focus on progress toward output results according to the indicators specified in the new M&E plan.  A consultant should be hired to devise the tools and to train F.O.s on their use, including use of computer programmes such as Excel and SPSS.  The focus of the M&E plan is largely the collection of quantitative data.  This should promote efficiency and easily illustrate the project’s performance to all stakeholders.  

According to the Monitoring and Evaluation Plan in the table below, these new M&E tools will have to be designed to collect data on the specified process and results indicators for each output:  

	Outcome I:
Project Activity Reporting Form

School Maintenance Plan Checklist 

School Damage and Repair Form

Data Verification Checklist

School Statistics Spreadsheet 

Primary School Playground Schedule

Pre-primary Playground Schedule


	Outcome II:

School Inventory Checklist

COBET Centre Record Sheets

Primary Classroom Observation Guide

Pre-Primary Classroom Observation Guide



	Outcome III:

School Committee Activity Checklist


	Outcome IV:

TRC User Record Forms

Training Hall Booking Record Forms




The second “mid-term” and summative evaluations should focus on both quantitative and qualitative evaluation, with an emphasis on the latter.  The evaluation tools annexed in the report could be adapted and improved upon for the next exercise in two years’ time.  Suitable consultants with appropriate education expertise (Masters level and above, or exceptional individuals) should be recruited for these exercises.  Members of the evaluation team should be able to write sections of the report relevant to their expertise.  Team members should have complementary qualifications and experience, excellent analytical, communication and computer skills.

KEEP REVISED MONITORING AND EVALUATION PLAN  

	Revised Logframe
	Process Indicators
	Results Indicators

	I  IMPROVED INFRASTRUCTURE

1.1 Primary school and COBET buildings, outbuildings, grounds, furniture and equipment are attractive and constructed according to government standards and to accommodate enrolled pupils and their teachers

1.2 Pre-primary classrooms meet minimum standards as set by MOEC, and are attractive and safe for pupils

1.3 School building and furniture/equipment management, maintenance and inspection programme in place

1.4 Ward Education Management of Information System in place
	1.1

# of classrooms built

# of floors refinished

# of playgrounds completed

# of desks installed

# of landscaping activities undertaken

# of toilets built

Data Collection:  Project Activity Reports (6 months)

1.2 

# of schools constructed

# of sets of play equipment installed

# of sets of furniture/equipment installed

Data Collection:  Project Activity Reports (6 months)

1.3 

# of management and maintenance plans designed

Data Collection:  Maintenance Plan Checklist (once)

# of inspection visits by school committee

# of buildings and pieces of furniture rehabilitated

Data Collection:  Damage & Repair Form (6 months)

1.4 

# of schools with record keeping system

# of schools with data available

Data Collection:  Data Verification Checklist (6 mos)


	1.1 

Classroom-pupil ratio

Desk-pupil ratio

Toilet-pupil ratio

Data Collection:  Spreadsheet (6 months)

Frequency and type of use of playgrounds

Data Collection:  Playground Schedule (6 months)

1.2 

Classroom-pupil ratio

Data Collection:  Spreadsheet (6 months)

Level and type of use of furniture/equipment

Data Collection:  Pre-primary Schedule (6 months)

1.3

Level and quality of stakeholder involvement in design of plans

Data Collection:  Project Activity Reports (6 months)

# and type of repairs/replacements required

Level and type of community participation in repairs, Data Collection:  Damage and Repair Form (6 months)

1.4

Accuracy of statistics

Data Collection:  Data Verification Checklist (6 mos)

Utilization of data to plan

Data Collection:  School Development Plan—Rationale

(plan and re-planning intervals)


	II  ENHANCED TEACHING/LEARNING PROCESS

2.1 Adequate and appropriate teaching and learning materials supplied at primary level and for TRC

2.2 Teachers/facilitators trained in gender-sensitive, learner-centred methods at each level

2.3 COBET learners successfully complete three years of the programme

2.4 Improved exam performance at primary levels IV and VII

2.5 Improved quality of teaching/learning in pre-primary
	2.1

# of textbooks supplied

# of schools with textbook inventory

Data Collection:  Inventory Checklist (1 year)

2.2

# of teachers trained

Data Collection:  Project Activity Reports (6 months)

2.3 

# of learners attending the programme every year

# of inter-centre exams held

Data Collection:  Centre Records (1 year)

2.4

# of ward exam exercises held

Data Collection:  Project Activity Reports (6 months)

2.5

# of pre-primary teachers trained

# and type of materials supplied 

Data Collection:  Project Activity Reports (6 months)


	2.1

Textbook-pupil ratio

Data Collection:  Spreadsheet

Utilization of teaching/learning materials

Data Collection:  Classroom Observation Guide

Library Use

Data Collection:  From TVP records

2.2

Teachers and COBET facilitators who:

Use interactive classroom techniques

Provide opportunities for children’s active participation 

Involve pupils in active and experiential learning

Exhibit gender-sensitivity

Data Collection:  Primary Classroom Observation Guide (with specific criteria) (mid-term and final eval.)

2.3

# of learners who complete programme

Data Collection:  Centre Records (end of first cohort)

Book-learner ratio

Data Collection:  Spread sheet (6 months)

% of learners who pass exam

Data Collection:  Centre Records (1 year)

2.4

% of pupils passing ward exams

Data Collection:  Central Marking Exercise (6 months)

2.5

level and type of use of materials

use of pre-primary teaching/learning methods

Data Collection:  Pre-primary Classroom Observation Guide


	III  INCREASED COMMUNITY INVOLVEMENT

3.1 School committees have increased capacity to effectively carry out their school development plans using principles of good governance

3.2 Increased active citizenship by community in their demand for and engagement in issues related to education and schooling

3.3 Increased demand for education by girls, their families and communities


	3.1

# of active school committees

Data Collection:  School Committee Checklist (6 mos)

3.2

# of school committee activities 

Data Collection:  School Committee Checklist (6 mos)
	3.1

Membership composition according to directive

Meetings held regularly

# and type of decisions implemented

Data Collection:  School Committee Checklist (6 mos)

3.2

# and types of contributions to primary schools (funds, labour, other voluntary or in-kind donations)

# and types of contributions to pre-primary schools (i.e. snack programme, home-made toys, art work)

level of awareness and interest in quality education and teaching/learning process

Data Collection:  School Committee Checklist (6 mos)

3.3

Change in # of girls in schools

Change in # of girls passing Std IV exam

Change in # of girls entering into Std V

Change in # of girls passing Std VII exam

Change in # of girls entered secondary school

Data Collection:  School Records (1 year)



	IV  EFFECTIVE SECONDARY SCHOOL

4.1 Increased secondary school performance by student from Bugarama ward

4.2 Secondary school is seen as a centre of learning and continuing education for all member of the community
	
	4.1

% of students enrolled from Bugarama ward

[% of secondary students who pass O level examination and quality for higher level education]

Data Collection:  School Records

4.2

Use of facilities (# of people, frequency, and type of use)

Data collection:  TRC records, TVP records, Training Centre Booking Schedule


Revised Reporting and Documentation

It was evident from our examination of reports, particularly the annual report, that some outcomes and outputs were not given due attention, even though a significant amount of work had gone into these areas.  An example of this under-reporting is evident from the section on Outcome #4 related to the Secondary School.  A number of steps and processes had been undertaken, none of which were described in detail.  However, the steps involved in securing permission and support to build the secondary school must have consumed a great deal of time, and employed considerable strategy and skill.  It would have been useful for the team to record these steps, pitfalls and processes, not only for the annual report, but also for others who may be interested in pursuing the same goals.   Management should improve documentation at all levels with a focus on creating “learning products” for others, rather than only activity reports.

In addition, the team noted that field staff prepare reports of their activities and observations on a weekly and monthly basis, and these reports are consolidated by the PM into the quarterly report.  The necessity of a quarterly report should be reviewed, since KMCL only requires reports every six months.  Effort spent on reporting should be streamlined through new reporting forms and longer periods in between reporting times.  

Reports are not organized systematically according to the expected results of the project, but instead are organized according to activity.  Reports should be streamlined, organized and numbered according to the results chain.  Reporting for results should explain the project’s progress toward a) the outcome and b) the outputs.  This does not only include a description of activities, but also of processes involved in accomplishing the outputs.  One way to think about reporting for results is to create a “results story” which includes compelling documentation of the processes employed to achieve results, and of the successes and constraints to reaching the desired results at each level.  Six-monthly reporting should focus on quantitative changes, accompanied by a narrative results story describing how these changes occurred (or not).  

In order to assist staff to plan to report to results, the MTE team leaders have organized this report according to the four major results areas specified in the logframe so that it can be used as a model.  

Results should be reported to all stakeholders in English and Swahili every six months.  
With reference to financial reporting, KEEP should provide KMCL with financial statements that provide information on how funds expenditures that correspond to the original budget lines, and not just with expenses and balance.  Information should also be provided on the cost of interventions for each school.  

Enrolment Plan

The evaluation team could not establish enrolment plan for 2005 to 2009 because there were no sufficient basis for establishing such a plan.  The population data was not available in the ward.  This was a big limitation because the plan should take into account the population and the population growth rate.  However, in a community like Bugarama where the population is mobile, the population growth can hardly be determined.  The number of school age children depends on the season in the mining.  Another complication that emerged in considering the enrolment plan is the fluctuation attendance even for children registered in schools. Due to high transfers in the schools, the attendance rates in some schools were higher than the enrolled pupils e.g. in Bugarama Std VII in 2003 (105%).  If the enrolment to standard I formed a certain pattern, that pattern could have been the basis for projecting future enrolment.  Therefore, the team lacked scientific bases upon which to base the projection of enrolment.  Even the WES acknowledged such difficulty.  He said “it is difficult to make enrolment plan because we have no stable population.  When employees at KMCL loose their job they move away with their children. ... expansion of mining activities imply increased enrolment hence increased number of school age children in the ward.  But you can not be sure what the situation will be tomorrow, hence the difficulties in making the plan”.

III.  Staffing and Capacity: Support and Policy Intervention from CO 

The team had a number of observations related to the staffing situation and the level of professionalism exhibited by staff.  Some staff admitted that they were underutilized.  Others were open about their feelings of loneliness in such an isolated setting.  The Kakola environment and lack of normalcy (family and social life, leisure opportunities) seems to have affected staff’s sense of morale in profound ways.  Options for safe company and recreation seem to be confined to the office setting because of the availability of generator, cooking facilities, refrigerator, computers, TV and video.  

The project office should be used only for professional activities (routine work and meetings between staff and stakeholders).  A separate facility with electricity should be provided for staff meals (breakfast, lunch, supper for those who require electric facilities in order to cook), recreation (TV) and socializing with friends.  ACD and HR should re-visit decisions related to staff quality of life in Bugarama.  HR should also review with staff CO Code of Conduct, and use of Internet and other office facilities for personal and non-professional use.

CARE should review the hardship level of this post.  Even compared to emergency settings, this situation seems to have more challenges.  Staff have nothing to do on weekends.  They should be given the option to work on Saturdays, so that they accumulate days off for break to correspond with some type of R&R arrangement.  In order to avoid tension from the closeness of living and working together, staff with similar positions should not be housed together (i.e. field officers).   More efforts should be made by the CO to improve with attractiveness of KEEP postings, i.e. longer contracts for increased job security (after probation period), electrified houses for senior staff, incentives and rewards (training opportunities) and increased supervision and support from the CO.  

Senior Management should review whether two junior Field Officers add value to the project and whether their experience and qualifications enable them to contribute to the revised vision of the project.  Currently, KMCL characterizes the field officers as “weak” and this is consistent with the observations of the MTE leaders.  KMCL noted that deterioration in operations tends to occur when PM is away for long period.  HQ should provide a substitute manager (preferably Sector Coordinator) in circumstances in which the PM is away for more a week.  Long absences by the PM should be avoided.
Another staffing scenario would be to hire only one senior Field Manager, and a number of education consultants who could be called on to work with the project for a week or two at a time.  The Project Manager, an Education Specialist, would be given the title Programme Manager.  Thus two senior professionals would manage the programme, with assistance, not from field officers, but from a variety of consultants.  This would increase the quality and professionalism of the project, and allow KEEP to more effectively operate according to its new vision.  The two managers’ responsibilities would be divided according to the following table:

	Programme Manager
	Field Manager

	Liaise with MOEC, KMCL and DEO
	Liaise with WES and WEO

	Manage support staff
	Work with school committees for good governance

	Manage consultants
	Strengthen community demand for and ownership/monitoring of COBET

	Facilitate higher level meetings and mediate conflicts
	Strengthen community demand for and ownership of pre-primary programme

	Manage teacher training programme (all levels)
	Facilitate local awareness campaigns on girls education 

	Facilitate and mediate secondary school programme
	Monitor inputs distribution and facilitate storage and inventory system

	Manage TRC and continuing education programme
	Facilitate implementation of school management, maintenance and inspection programme for grounds and buildings, including playgrounds and sports fields

	Liaise with TVP and other CARE projects
	Work with WES to ensure that WEMIS system is used daily by teachers and head teachers, and that its data is verifiable

	Liaise with Dar es Salaam and Mwanza offices
	Facilitate KEEP’s logistical support of ward exam 

	Other routine work should be divided between the two managers on a rotating basis so they are familiar with all aspects of the job and can take over if the other is away.  


Both managers would be given the same authority, so that if one were absent the other would be able to take over.  They would work as a team and support each other, although each would have separate responsibilities.  If one manager leaves the position, the other would be able to take over to ensure a smooth transition.  

Field Manager Qualifications:

· Minimum first degree, generalist

· At least ten years’ experience with an NGO in a community development setting

· Strong sense of vocation to work with rural people

· Excellent and proven communicator, trainer, facilitator, mediator

· Excellent and proven organizational and management skills

· Mature, professional, respected by peers and colleagues

· Excellent skills in oral and written communications and in computer applications

· Ability to adapt to difficult situations and to find positive and productive ways to use free time.

Education Consultants Required for Phase II

· Education Monitoring and Evaluation and EMIS Specialist

· Pre-primary/ECD Specialists (2) 

· Primary Specialist (1)

· Teacher Training Specialist (6-8)

· COBET Trainer 

IV.  Capitalizing on Good Relationship with KMCL

KMCL desires to bring more energy and momentum into the development activities of the ward.  KMCL is looking for more opportunities to collaborate with CARE and is open to new initiatives if they assist with accelerating the pace of its vision for the ward.  For example, KMCL would like to involve agencies and individuals who desire to volunteer their expertise or donate items (book, musical instruments, etc.) to the various initiatives for the ward.  CARE should take advantage of this to involve interested parties in the US or Canada, etc.

KMCL’s construction of more toilets is on hold due to the fact that the standard ratio--1:25 students—may jeopardize the water table.  CARE should use its world-wide experience in Watsan to advise KMCL on how to construct an appropriate number of toilets without harming the environment.  KMCL has not succeeded in its construction of well facilities for all schools.  KMCL is considering involving another NGO, WaterAid, in the construction of potable water sources for schools.  CARE should advise and assist where necessary.  KMCL continues to plan to provide electricity for schools.  Electricity lines will extend from Kakola to Bugarama to Ilogi.  The schools within the line will be included in receiving the service, whereas schools not along the line may be recipients of solar energy.  CARE should advise and assist where necessary.  

CONCLUSIONS

In summary, the voices of the Head Teachers are the ones that can honestly attest to KEEP’s achievements.  Their observations are consistent with ours:

· Construction of infrastructure and finishing, 

· Provision textbooks, teaching/learning materials, furniture

· Initiation of COBET and pre-primary

· Improvement of grounds through tree planting

· Bringing more teachers into the school (one school’s number of teachers grew from 2 in 2002 to 9 in 2003)

· Opportunities for teacher training, which was seen as motivation

· Increasing enrolment

· Sensitization of the community to the importance of education

· Ward Examinations programme

· Motivation of pupils, especially best performers
The evaluation team would have liked to have learned more about the processes that the staff used to meet success in these areas.  As noted in the report, there was a lack of description and documentation on processes that would have allowed KEEP to identify more adeptly its good practices and lessons learned.  

However, from the stories we heard and from our observations, we were able to glean some KEEP lessons that may be useful for the next phases and for other similar projects.  

For the infrastructure component, close supervision and an unambiguous system of accountability need to be in place.  In situations in which donated resources are given to communities, there are great risks of fraud.  Sometimes even though communities have the best intentions, they may be compromised by higher officials.  

We heard over and over again from all stakeholders at every level, the importance of communication and reporting.  Stakeholders need information and want to be part of the process.  Although KEEP purports to provide regular reports to stakeholders, they need tailored information that has more meaning to them, is more inspiring and motivating.  

School data and statistics are not consistently available or accurate.  Systems for data management and verification need to be in place if enrolment plans and other projections are made.  

On the teaching/learning process, we saw teachers’ eyes light up when they talked of their ability to connect with pupils.  Greater communication and interaction lead to comprehension.  Teachers need to re-define the basic tenets of their professions, and understand the implications of a “child-friendly learning environment” and corporal punishment in the classroom.  

The learning environment of COBET was a good practice in itself.  This programme is mandated to be a corporal punishment-free zone.  Its relaxed and friendly environment brought about better interaction and understanding between learners and facilitators.  Lessons from COBET need to be brought to the primary classroom.  

We learned that the premature start of pre-primary classes may be counterproductive to their purpose.  Parents and pupils may be demotivated at the first experience of school unless facilities are in place and attractive.  

Finally, we identified KEEP’s best management practices as openness and flexibility in the project.  When KEEP sees an opportunity, it does not hesitate to secure support and try it out.  This is the case with COBET, pre-primary, and the ward exams.  Moreover, KEEP should be applauded for their conscious efforts at an “open door” office policy, and excellent relations and good cooperation with all stakeholders

RECOMMENDATIONS

IMPACT RESULT (OVERALL GOAL):  Increased Access to Education

· KEEP should facilitate training for head teachers to ensure that school statistics are well maintained (enrolment, attendance, performance, etc.) according to MOEC standards.  

RESULT #1 – Improved Infrastructure for Schools

Ensuring appropriate supervision and timely construction, KEEP should facilitate with KMCL and stakeholders the completion and re-finishing of 

· Classrooms (including COBET)

· Playgrounds (design and propose)

· Pre-primary (design and propose to differentiate from primary and make more attractive, i.e. play equipment, fencing).

· Through a participatory planning process, KEEP should collaborate with school management to plan a school environment that is attractive and dust-free.  Special consideration should be given to avoid meaningless labour for children.  

· KMCL does not plan to build teachers’ houses in the near future.  Although teachers’ housing is seen as a priority, the community may not be able to rely on KMCL to fund houses.  KEEP should work with the school community and officials to lobby the DEO to build houses for teachers.  

· KEEP should not undertake responsibility for ECD centres within the next three years or until KEEP has provided leadership to the effective running of pre-primary classes according to minimum standards.  

RESULT #2 – Enhanced Teaching/Learning Process in Schools

IN-SERVICE TEACHER TRAINING (teachers and COBET staff)

· KEEP should collaborate with other education personnel (i.e. inspectors, DEO) to accomplish a teacher training needs assessment with a focus on learner-centred and gender-sensitive methods, development of teaching/learning aids and classroom management.  

· KEEP facilitates the creation of a cadre of teacher trainers at ward level, with emphasis on learner-centred and gender-sensitive methods, development of teaching/learning aids and classroom management.  

· Teacher training should be focussed, specialized and intensive.  The teacher should feel confident in his or her proficiency in the subject or skill area covered in the module.

· Encourage head teachers and COBET coordinators to have special forums at their schools or centres to share knowledge and skills gained from INSET training, i.e. “good practice guides” should be available at staff meetings with notes on methods and discussion questions. 

TEACHING/LEARNING MATERIALS

· KEEP should collaborate with other education personnel to ensure that there is ongoing training on teaching aids development in primary schools.  

· KEEP should facilitate with other education personnel, the pre-testing of teaching aids to ensure that they are meaningful to children and add value to the lesson.  

· KEEP facilitates capacity building of head teacher and other education personnel to ensure that all materials are utilized (not stored) to enhance quality education (textbooks, soft boards, visual aids).  

· KEEP should facilitate schools to keep inventories of teaching/learning materials, especially textbooks.  

COBET

· Initiate multi-level advocacy campaigns at MOEC, UNICEF, district, ward, village and school community to expand and sustain COBET.  KEEP facilitates ward- and village-level governments and head teachers to discuss with parents of COBET learners the importance of basic education and programme attendance.

· Responsibility of managing and sustaining COBET should planned in cooperation and in formal partnership with the ward and district, and eventually be shifted to these authorities.  COBET committees should be pro-active in supporting the centres.

· KEEP facilitates ward- and village-level governments, head teachers, coordinators and facilitators to better meet the needs of orphans and children in difficult circumstances through more flexible timing of lessons and inclusion of HIV/AIDS education.  

· KEEP should review the understanding of team teaching and its use with coordinators and facilitators.

· COBET staff should have a variety of work experiences in order to contribute effectively to meet the needs of non-formal learners.  

PRE-PRIMARY

· Pre-primary (and/or ECD) should not be initiated unless sufficient resources, personnel and equipment are assured at the minimum acceptable levels, i.e. teacher/pupil ratio, etc.

· KEEP facilitates ward- and village-level governments and head teachers on the establishment and management of pre-primary centres.  

· Within a participatory process, pre-primary and ECD experts should be consulted and an appropriate design be tabled for the construction of a pre-primary facility.  

· KEEP support to pre-primary and Standard I in Nambatisa (No. 9) should be reviewed re budget and agreement because KMCL will not assume responsibility for expenditures for these classes, but only COBET centres.  KMCL will only honour pre-primary and primary activities in the seven schools that it recognises.  This rule may also be extended to Kakola Primary I and II, which has recently been split into two schools following the visit of an MP.  KEEP should clarify this issue with KMCL.  

RESULT #3 – Enhanced Community Involvement and Ownership

GOOD GOVERNANCE

· KEEP facilitates regular meetings with stakeholders (including KMCL) and particularly with school committees.  Emphasis should be on institutionalized good management practice through regular and productive meetings, rather holding meeting only to address emergencies and problems.  

· Explore avenues for engaging ward-level and village-level governments in supporting access to and quality of education in ways that are consistent with their mandates.  

· Clarify roles and enhance communication with all stakeholders by establishing regular and predictable reporting intervals.  KEEP provide DEO, KMCL and all stakeholders with brief and compelling quarterly results-based reports to encourage all actors.

· KEEP empowers PAC to play a proactive role in advising KEEP, i.e. calling their own meetings, formulating their own agendas, and carrying out self-evaluation of KEEP activities.  

· Discuss and agree with School Committee (not only head teacher) on modalities of communication and operations, i.e. processes and mechanism that are sustainable should be put in place.

· KEEP facilitates ongoing capacity building for school committee management, participatory planning and self-evaluation.  Training needs assessment for school committee should be conducted for the purpose of giving more intensive training to committees that have less experience and skills.  

· KEEP should not attempt to mitigate the tension between School Committee and Village government.  Work more closely with School Committee and provide routine reports to Village Government.  

· KEEP facilitates ward- and village-level governments, school committees and head teachers to sustain and replicate good management practices and models.  

ACTIVE CITIZENSHIP

· KEEP facilitates with other education actors, ward- and village-level governments and school committees on ways to enhance the continuous process of sensitizing and mobilizing school community on issues of child’s right to a quality education.  

· Within the context of Global Week of Awareness for Education For All, KEEP should facilitate partners and stakeholders to undergo advocacy against corporal punishment in schools.  

GIRLS’ EDUCATION

· KEEP facilitates ward- and village-level governments and school committees to continue to promote girls’ rights and girls’ education through an awareness campaign and special incentives and services to enhance girls’ experience at school and in the community.  This initiative should be seen as a priority.  

RESULT #4  --Secondary Education

· KEEP should continue to facilitate meetings and mediate between stakeholders (KMCL and others) on the issue of the secondary school (to be built starting 3rd quarter 2004 and completed in 2005).  

· The TRC will be part of the same construction project as the secondary school.  KEEP should advise on the design and facilities required for a user-friendly TRC.

· Considering the recommendation for ward-level teacher training, KEEP should propose that along with the TRC, a multi-purpose training site be located in secondary school.  

· Considering the location of the secondary school and TRC, KEEP should suggest to KMCL that other facilities included in the complex should be classrooms and a library suitable for adult learners’ literacy classes and reading in afternoon/evenings

RESULT #5 – Management

RE-VISIONING

· KMCL expects CARE to provide education expertise, i.e. identify appropriate technical assistance in order that its education programmes are designed and run according to acceptable standards.  

· KEEP should not duplicate the role of the Ward Education Supervisor or other education personnel or bodies.  KEEP should facilitate processes and provide expertise in order to add value to the existing system.  

· Management should focus vision and prioritize activities within the context of larger processes (training, community mobilization, advocacy, etc.).  Limit number of discrete activities (vs. processes) that require direct implementation by KEEP staff. 

· Management should improve documentation at all levels with a focus on creating “learning products” for others, rather than only activity reports.

PROJECT PLANNING, MONITORING AND EVALUATION, and REPORTING

· Reporting for results should explain the project’s progress toward 1) the outcome and 2) the outputs.  This does not only include a description of activities, but also of processes involved in accomplishing the outputs.  
· A simple set of monitoring tools should be devised for KEEP and used by Field Officers.  These tools should be used at regular intervals and should focus on progress toward output results according to the indicators specified in the new project planning document.  A consultant should be hired to devise the tools and to train F.O.s on their use, including use of computer programmes such as Excel and SPSS.  
· Six-monthly reporting should focus on quantitative changes, accompanied by a narrative results story describing how these changes occurred (or not).  

· The second “mid-term” and summative evaluations should focus on both quantitative and qualitative evaluation, with an emphasis on the latter.  
· KEEP provide KMCL with financial statements that provide information on how funds expenditures that correspond to the original budget lines, and not just with expenses and balance.  Information should also be provided on the cost of interventions for each school.  

SUPPORT AND POLICY INTERVENTION FROM CO 

· ACD and Education Sector Coordinator should provide project with more supervision in light of the fact that the project is entering a new phase focusing on quality education, advocacy, good governance and active citizenship.  A shift in the orientation of staff and stakeholders is required from direct implementation and provision of inputs to facilitating processes for community self-management and sustainability.  Thus, staff may need mentoring and coaching to manage this shift effectively.

· Sector Coordinator should provide more assistance in designing components related to pre-primary, teacher training and advocacy.  He should also identify suitable consultants (both national and international) for the roster needed for the ward-level teacher-training and pre-primary programmes.

· HQ provides a substitute manager (preferably Sector Coordinator) in circumstances in which the PM is away for more a week.  Long absences by the PM should be avoided.  

· Project work should be divided among staff according to their experience and qualifications.  Field officers should be assigned separate responsibilities (schools, activities) in order to facilitate greater coverage and efficiency during the reporting period.  

· Consideration should be given to whether field officers should be replace by a Field Manager who has relevant experience and capabilities to enhance the community development and capacity building aspects of the project.

· Project office should be used only for professional activities.  A separate facility with electricity should be provided for staff for their recreation.  

· ACD and HR should re-visit decisions related to staff quality of life in Bugarama.  HR should also review with staff CO Code of Conduct, and use of Internet and other office facilities for personal and non-professional use.

· In order to avoid tension from the closeness of living and working together, staff with similar positions should not be housed together (i.e. field officers).   

· More efforts should be made by the CO to improve with attractiveness of KEEP postings, i.e. longer contracts for increased job security (after probation period), R&R, electrified houses for senior staff, incentives and rewards (training opportunities) and increased supervision and support from the CO.  

CAPITALIZING ON GOOD RELATIONSHIP WITH KMCL

· KMCL is looking for more opportunities to collaborate with CARE and is open to new initiatives if they assist with accelerating the pace of its vision for the ward.  

� See KEEP Project Proposal.


� COBET No. 9 is located in an isolated community where children had to walk for more than 7 Km to reach schools.  Hence community members decided to construct classrooms that are used for COBET.  Unlike other COBET centres where the program is an alternative to formal program, in the No. 9 centre the program is a substitute of primary education.


� PEPD, 2002-2006.


� Readership Project, funded by The Netherlands Embassy.  This project trains schools to procure books for and maintain libraries.  


� See School Statistics.  


� See School Statistics


� See KEEP Annual Report, 2003





