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{April 1996)

~ Currency Unit = Cedis
U$$1.00 = 1550 cedis
ACRONYMS AND ABBREVIATIONS
ADB Afrdca Development Bank
"BE Basic Education

BESIC Basic Education Secior lmprmcment Credit
- CIDA Canadian International Development Agency

CSpIp - Civil Service Performance lmprov:mcm Program

Ccp Consultative Panel

DACF Drisuict Assernbly Commion Furd

DEO District Education Oftice -

DECC . District Education Oversight Comsmittee

GES " Ghzna Education Secvice

ERP. Ecanomic Recovery P:ogram

EU European Union

‘FCUBE - A Program for Fiee, Compulsory aiid Universal Basic Education by t.hc Year 2005

FIMTAP Financial Management Technical Assistance Project

GER Gross Entellment Ratio

GNAT Ghana Nationat Asscciation of Teachers

GOG Government of Ghana ;

GTZ _Deutsche Gesellschaft fise Technische Zwsammenarbeit

ica Intemational Competitive Biddiag

DA Intermational Development Associatien

10C Implementation Overview Commitice

IPPD Integrated Personnel Payroll Data

RCA Jepan International Cooperation Ageacy

1SS Junlor Secondary School - :

Kiw Kreditanstalt for Wiederanfbau

Lis Limited International Bidding

MOE Ministry of Education

MOF Ministry of Finance and Economic Planning

MLGRD Miaistry of Local Gavernméal and Rural Development

MIR Mid-Term Review -

NCB . National Competitive Bidding

NGO Non-Governmental Organization

NIgP National Institutiosal Repewal Program

NDPC National Developmeat Pianning Commission

ObA Overseas Development Administration (UK.}

OHCS Office of Head of Civil Service

MU Projeci Management Unit -

PREP Primary Education Piogram (USAID)

pPSDP Primary School Dévelopment Project

FTA Parent Feacher Associalion

PUFMARP Puttic Financial Management Technical Assns!a.nce Project

SDR Special Drawing Rights

SMC Schoot Management Committes -

8SS Senior Secondary School

UNDP United Nations Development Progiam

UNICEF - Unfied Nations Chitdren’s Fund

USAID United States Agency for International Developmeat

WDR world Development Report

FISCAL YEAR .
 January 1 - December 31 Ycars 1-6  Primary . .

SCHOOL YEAR : '7-9. . Iunior Second ay. _
© September - June (Basic and Tertiary) 10-12 Sénior Secondary and chlmical :
- January - Decembet (Sr. Secondary) 13-16 University .
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- REPUBLIC OF GHANA _
BASIC EDUCATION SECTOR IMPROVEMENT PROGRAM
TABLE OF CONTENTS
'CREDIT AND PROGRAM SUMMARY w.ccoouvcraninmmmmmmimmmmssmsrsmsisesssssissssssssssssses bl

1 INTRODUCTION,, e sbesese e sese s sesessrssssencnebensesnressesssnraens b

2 THE EDUCATION SECTOR AND SOC[O—ECONOMIC CONTLXT ...................... i
' A. ECONOMIC AND SOCIAL OVERVIEW.....ivcvumiuninissuasnssisisessmmsasissisiessensssisensssrass b
B. EDUCATION SYSTEM OVERVIEW ..... - o2
C. Key ISSUES IN BASIC EDUCATION.......... crberereinn D
Poor Teaching and Leasning Outcomes -
" Lack of Management Efficiency...icicmireins s
Unsatisfactory and Inequitable Access and Pammpatwn e d
Inadequate Financing Arrangements ... l 1
- D. PREVIOUS BANK OPERATIONS IN THE houcmon SI:.CTOR ...... TSRS |k )
E. OTHER DONOR SUPPORT FOR THE EDUCATION SECTOR .. vemineseensvnneneseiionens 44
" F. LESSONS FROM PREVIOUS IDA AND OTHER Doxnor !NVDLVI;MI:NT N GHANA
EDUCATION .. .14
G. RATIONALEFOR IDA INVOLVEMENT m BAS!C F,DUCATION 15
3. THE BASIC EDUCATION SFCTOR IMPROVEMENT PROGRAM werverennr 16
A, PROGRAM OBJECTIVES............ BTN {
B. PROGRAM DESCRIPTION... . .16
Component 1: bnhanced Quahty of Teachmg and I.eammg USRI ¥
Component 2: Management fot Efficiency.... eressinssaerisnersesicnennsnpesio LD
Cotmponent 3. Improving Access and Pamcxpauon s 22
C. PROGRAM COSTS AND FINANCING w...eovcriiamsiinnenianissnisnrnssssssmsssrasnstisssinsmsssosens 24

Program CostS...cocummmmmnniicmsi i 24
Program Financing........ '
Program sustainability ......ccooeisiinmecnniiommine s 2

T I I T T T R T P N P RN Y]

This operation was prepared on the basis of a series of missions in 1995/1996, which worked closely with Government
officials from the Ministry of Educatioa and Ghana Education Service, &nd with donor agencies including ODA(UK),
KIW {Germany), USAID, UNICEF and EU. Mission members comprised 61 different times Messss/Mmées Gregory
‘Hancock (Sr. Operstions Officer), Kazuhizo Yoshida (Human Resources Economist), Tostphine Woo (Projest Offices),
treae Xenakis (Sr. Implementation Spe¢iatist), Tsri Aptonti (Project Officer), Eluned Roberts-Schweitzer (Education
Specialist), Sudharshan Canagarajzh (Economist), Rebekah Kirubaldoss (Sr, S1aff Assistant), end Kevin Brown, Gary
Theisen, Davi§ Evans, Joanne Capper, Bing Deng, and Paul Ty ron (ConsuTtants). Messrs/Mres Rebekah _
Klrubaidoss, Geise Santos (Staff Assistant) and Ross Pfile (Prajects Assistant) provided suppont for report production.
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REPUBLIC OF GITANA
BASIC EDUCATION SECTOR IMPROYEMENT PROGRAM

CREDIT AND PROGRAM SUMMARY

Bﬁfroﬁ‘er: Republic of Ghana
Inipleménﬁn‘g Agencyt Ministry of Bducauonj'(}hana Education Service

" Beneficlaries: - School agechlldren, teachers,MinistIyof Education, Ghana
: : " Education Service, and district authorities -

-Poverty Category: Progrant of Targeted Interventions. Focusing on issues of education
' quality, equity and efiicienicy, the program will particularly benefit
_ educationally less advantaged proups of the Ghanaian population,
directly school-age urban and rutal poor chitdren, and indirectly their

_ parents anid communities.
Credit A'méun(: SDR 34.7 miilion (US$50 million equivalent)
Terms: Standatd IDA terms, with 40 years' maturity
Financiog Plan: For phase I (1996-2000) of the Government's Basic Education Sector
linprovément Progeam:
Lﬂ&.ﬂﬂﬁaﬂ
Ghana (Governmentcomniunities) 1,120.9
Ongoing donor support 54.0
Proposed donor financing
"IDA : 50.0 ;
- ODA (UK) . © 23.0 equiv. (£!5 0 m)
- USAID (tentative) '53.0
Germany {tentative) i 25.0 equiv. (DM 40.0 m)
- Other (to be confirmed) 253
Rate of Returp:® | : Co Primary
Private internal rate of retum 21.1% 12.4%
‘Social internal rate of return 18.5% 9.7%
Project I No. GH-PA-975 |

a The Eusopean Union, Iapan and 'Norway bave expressed their interest in supporting lhc program, but commitments
arz not yet firm. :

& Rétes of retura are based on meaa carnings by each subgroup according to their educational backgrouné_l. The rate
of return for primary education, fot instance, compares costs and benefits between those with no edvcation and
those with primary education over the peciod of working life. 1t s also found that the rate of return to basic
education is higher for giris than for boys in Ghana, justifying interventions targeting girls and poor ehildren,
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FCUBE Program 1996-2000

Total Costs of Befterment Activitles
Local and Forelgn Costs by Camponent

(USS$ million)
_ Componeut . ‘Local {Forelgn| Total | % Foreign
i. Enhanced Qualily of Teaching/Learning : 1 S
(2) In-Sesvice Training of Education Personnel - T 2l 98| 210%
(b} Pre-Service Teachers’ Training ’ 126 | 140 267 | 523%
() Assessment/Evaluation of Student Performance 01 09| 15-] 3559%
- (d) Provision of Instiuctional Materials 13871 477 | 865 55.2%
(e} Curriculum Review and Development 0.5 04 0.9 46.1% -
subtosal] 603 | 650 | 1254 | s19%
1. Managemenl for Efficiency o o :
(a) Institutional/Organizational Analysis & Change i2. 4 35 159 | 219%
~ (b) Staffing and Personne] Management 43 1.1 6.1 28.3%
(c) Performance Managenient LE| 32| 42 74.7%
- (d) Budgeting and Financial Management 04F 06| 09 | 603%
(e} District Capacity Building 14 04 1.8 20.0%
Subtotal]l 196 ‘03 | 288 | »1%
3. lmprowing Access and Psrtlcipatmn _ o o F
(2) Infrestructure Development and Maintenance 28 21 | 449 49.2%
© (b) Increasing Girls' Pasticipation 18] 05 23 | 200%
(c) Schooling Improvement Fund (SIF) 89| 261 114 |- 225%
{4} Information, Educ and Communication (IEC) 02| 00| 02 | 200%
: . _ Subtotel] ~337] 252 | 588 428%
Total Base Costs 36| 955 | 213.0 46.7%
Pricé Contingencies 86| 723 16.2
Physical Contingencies 66 58 324 |0
[Total Costs of Betterment Activities (288 | 1128 | 2416 46.7%
Estimated Annual Bisbursement
{US$ million)
IDAFY " 1997 1558 1989 2000 200
Annual 25 1.7 13.3 4.8 (K]
Cumulative 2.5 14.2 215 422 500
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_ REPUBLIC OF GHANA
BASIC EDUCATION SECTOR IMPROVEMENT PROGRAM
1. INTRODUCTION

N The Govemment of Ghana has requested IDA assulance of SDR 34, 7 million {US$50 0
million equwalent) to hclp finance the first (five-year) phase of a basic education sector
: |mprovcmem program which will be impleniented over the ten-year perlod 1996-2005, aimed at
- improving: teaching and leaming outcomes; access to primary and junior secondary education

(especially for girls and the poor), ef'f'caency in resourcé mariagemént; and financial
. sustamabmty

1.2 This rcques{ is based on expenence gamed over nine years from a seties of Gmcmmeni,

“IDA and other externally funded activities in support of the national Ediscation Reform Program.
It is in response to a constitutionally mandated requirement that universal basic schooling be
avallable to all young Ghanaians by the middle of the next decade.

2. THE EDUCATION SECTOR AND SOCIO-ECONOMIC CONTEXT
A. ECONOMIC AND SOCIAL OVERVIEW

2.1 Durmg the 19705 and the early |980$. Ghana experlenecd a serious économic decline,
bringing a country which once kad enjoyed a relatively high living standard compared with other
Sub-Saharan’ Africa (SSA) countries down to bedrock. ‘The economy had contracted by 2-3
. percent per aniium during this period. Since launching the Economic Recovery Program (ERP)
with support from the IMF, the World Bank and other donors, the Govemment has fivade thirteen
years of efforts at economic stabilization and structural adjustment, The economy has been
~ growing by an average of about § percent annually, or at around 2 percent per capita.” The

Extended Poveriy Study found that durmg the middle stages “of the ERP, poverty had fallen
. moderalely Sustained and éven more rapid growth and more rigorous poverty-fighting activities
© are necessary to improve the qualu)r of Ghanalan life within a reaconabie time-span.

2.2 Govemmenl has a‘dopted a strategy of 1rymg 1o accelerate growth and to achieve social
equity and poverly reduction, with agriculture and other pards of the private sector being the
main engines,” Over the past few years, the macroeconomic situation has been less favorable.
~ Despite a succ¢ssful turnaround jn fiscal balance, annual inflation exceeded 60 percent in 1995.

Itis 1mponant that all segmems of the population also bencfit from growth through participating
in economic actw:t:es This requires all Ghanaians to be functionatly hlerale and numerate.

! ' Ghana Poverly Past, Pre.se&t ond F t){ure, The World B'ank 1995,
2 Ghana 2000 and Beyo':d Senmg the Stoge for Acce!era!ed Growfh and Pm'ero' thuclion The
World Bank 1993,
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Human tesources development is ranked highly among the Gmr'émméﬁt's_ key development
objectives;’ and basic education has a crucial role to play. Key social, économic and education
indicators for Ghana are shown in the Basic Data Sheet (Annex 1),

B. EDUCATION SYSTEM OVERVIEW

23  Since independence in 1957, Ghana's educational sewicés'havé been financed and
‘provided mainly through the public sector, although private provision is an important part of .
primary schooling and technical training. Due to the heavy depéndence on public financing, the

macroeconomic turmoil of the §970s and carly 1980s plunged the country’s education sysiem
into severe decline,: Between 1976 and 1983, expenditures on education by the Government fell
from 6:4 pefcent of GDP to 1.4 percent. A shortage of foreign exchanige deprived schools of
téxtbooks and other ¢ssential instiuctional materials. A mass exodus of trained and qualified
teachers who wese unsatisfied with poot conditions of service left nearly half of the primary
teachers untraied. - School buildings, fumitute, and equipment detericrated. In 1987, the
Govemment Initiated an overall education sector réform as an integral part of its national plan
for econamic recovery. This process restructured the school system; revised the cumicula for
primary, junior secondary school (J$S) and senior secondary schoo! (8S8) levels; developed néw
teaching and leaming niatesials] provided in-service teacher training; raised teacher qualification
tequitements; steadily replaced unqualifiéd teachers; - Introduced several cost-saving/sharing
policies; and began the process of administrative decentralization. In the carly 1950's, the
Government turned its altention also to the tertiary sub-sector, consisting of universities and

polytechnics. These institutions were coming under increasing strain owing to the huge increase

in social deniand, in part brought on by the creation of mass schodling. : Middle level technical
training is provided by a mixture of public and private praviders, but it is widely regarded as
being non-responsive 1o changing labor market needs and the preferences of school leavess.

24 Structure. Ghana's current education structure is still in the consolidation stage. Prior
to 1987, éducation in Ghana consisted ‘of a six-yedr Primary; a four-year Middle; a seven-year
‘Secondary (the first five years leading to the *0” level certification and the fast two teading to the
‘A’ evel); and a three or four-year Tertiary. Legaliy it was possiblé to skip thé middie school
years by passing the Commoni Entrance Examination In class 6 of primary grade, In reality,
however, the majority had to spend as long as 17 years for pre-university educalion. The
structura) change has been one of the key elements of the reform.” The new system consists of
primary (grades 1-6) and junior secondary (grades 7-9), together forming thé Basic Education
(BE) cycle, followed by the senior secondary cycle (grades 10-12); and several forms of post
secondary education and training that include technical institutes, universities, polytechnics, and
teacher training colleges. The final replacement of the old structure with the new structure is
being completed during the 1995/96 academic year when the last cohort of students under the old
system graduates. S

2.5 Dimeasions of Basic Schoaling. Ghana's nine-yeai - basic education cycle is nominally
compulsory, and chitdren are supposed to eater primary school at the age of six. Primary pupils
are promoted to the next grade every year except for pupils (up to 5 percent) with extremely
weak performance or poor atlendance, who repeat with parentsl consent. “In reality, quite a few
pupils are over-age, and about one-fourth of the average Primary One (P1} cohott drops cut by

3 Ghana Vision 2020, Government of Ghana, 1995,



P6 (Annex 2.4:1). ‘In the primary school nifie subjects ase studled Enghsh Mathematics,
Science, Agriculture, Social Studies, Life Skills,’ Ghanaian Language, Cultural Studies, and

‘_ Phys:ca! Education. The lower primary classes (P1-3) are taught in the Ghanaian language
prevmhng in the local community; for P4 and beyond, English is the language of instruction.

26  After completing the sixth grade, all pupils are automatically eligible to enro!l in J$S

without being screened by examinations, subject to a place beirig available. JSS is expected to

cquip those who wish to entér the world of work With the necessary basic skills, or to develop the

~ ability to continue s!udy at SSS. Thus to meet these dual objectn es, §5S cumcula have been

 restructured, and new syllabl and teaching materials developed for thirteen subjects - technical
and pre-vocational skills training have been added to the core primary subjects, with French as
an elective course.

.23 . The access and pammpatlon situation in Ghana compares favorably with 1he Sub
-Saharan Afvica (SSA) average, and with other countries with a similar level of per-cap:la
income. - Yet for a country which ‘aims to join the newly mdusmahz;ng economies, Ghana is
facing a big challehge (Table 2-1 below). Global évidence demonsirates the importance of
widening opportunity for quality schooling at both ptimary and secondary levels. In the national
interest, efforts of the Government to strive for universal, qunality basic education is not only a
‘constitutional responsibility, it is a preréquisite for the economy to grow and for povesty to be
reduced.

Table 2-1, Basic Education Envollments: A Cor':npa‘r'ati\"e Look®

" - -, | Primary GER - | Secondary GER |
Sub-Sahara Africa . 67 18 .
Low-income’ - . 66 .26
Fast-growing’ E 199 Y
Ghana , S8 430

Souece: WDR, 1995 and MOE, 1995.

Notes: * Enrollment data is of 1992; for Ghana itis of 1993.
b Excludmg Chma andIndia. .
Average GER of 9 fastest growing countiies (6% of morc)
-~ during the period 1980.93,
A combined gross enroliment ratio for JSS and $SS.

28 In pnma:y schoo!, a teacher covers all subjects with her/his class group; and is supposed
to be competent in a1 least two Ghanatan languages. Headteachers are nominally détached from
teaching so that they can concentrate on school management and supervision, -In many cases, the
-+ headteacher has class duhes as well, !eavmg little time for proper school management. There are
“$ome 63,000 primary schoo! teachers and 31 ,000 JSS teachers in schools. National Service
provides addltional temporary teachers, some 2, 000 for ptimary and over 5,000 for JSS
rcspectwely who ' sewe for two years, This makes a theorétical pupllheacher ratio of 31: vin
pnmary and 20; 1 junior secondary (Annex 2-2-2), slthough these national average figures donot
caplure the reahty in many dlstﬂcls of overcro“ded classrooms, a shortage of teachers, and in
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1SS, a big difference in the siudent/teacher ratio by subject (Annex 3-2-8). As well, there are
“over 4,500 Ghana Education Service (GES) staff who are qualified as teachers but serve in
administrative positions at headquarters, regional and district offices and at religiously-based
educational units (Annex 2-6). To become a qualified teachier now, one has to be a graduate of
either a teacher tralning college or S8, and has to have been awarded a teacher certificate.
Previously, many becanie teachers after completing the middle school, and without having any
professional {raining.” The situation has improved, and presently “around three-quarters of
primdry teachers and two-thirds of JSS teachers ate a1 least minimally trainéd and certified -
(Annex 2-5). The Ghana National Association of Teachers (GNAT) counts among its members
alt teachers at public schools and those teachers at private 'schools who are on a fixed term
secondment from the public sector, as weld as those with qualification for 1eaching but presently
holding administrative posts. o :

29 - Private Sector. Until now, Government policy on private sector provision of schooling
may be described as lightly regulated laissez-faire, Private ptimary and to a lesser extent JSSs.
are currently spreading at a higher rate than public schools, mosily in utban areas. There are at
least 900 private primary schools, dccommodating about ten percent of primary enrollment
nationally. I addition, there are 200 private JSSs enrolling some 30,000 students, about six
percent of all JSS earollments. These private schools charge instructional and other fees, and
pay their owri teachers while the Govemment piovides textbooks and some othet consumables.

'Fees presently range from 25,000 cedis to 65,000 cedis per term, with extra charges ranging
between 5,000 and 10,000 cedis a year. GES certifies private schools and has tried to regulate
fees, but has niet with resistance on the latter from the private schools lobby. There are also
severat “intemnational” schools offering high cost (and bhigh quality) services to the national and

~ expatriate elite without any support from the Government. o

210  System Administration. The Govemment, through MOE, is respansible for basic
education policy. MOE has four core functional divisions: Planning, Budgéting, Monitoring and
Evaluation (PBME); Manpower Development, Training and Personnel Policy and Management;
Statistics, Information Manageinent, Public Relations and Research; and General Administration
and Finance. In addition, there is a Project Managément Unit {PMU), $taffed mainly on a
contract basis, to facilitate the administration of externatly funded projects. MOE is supported
~ operationally by the Ghana Education Service (GES), which was established in 1974, largely as a
* result of pressure from the Ghana National Association of Teachers {GNAT), to promote a sense
of collegiality, accountability and peer discipline among teachers. GES, with offices at Accra,
the ten regions and 110 districts, delivers and supervises education services, Al public pre-
tertiary teachers belong 1o GES. Each disteict, undér the Local Govemnment Act of 1988, is
-~ responsible for providing and malataining basic school infrastructure. - Teachers, and teaching
and leaming materials, are provided by MOE to all government schools. '

211 Gévernmient Financlal Commitment, The Govemment's curfent emphasis on the
importance of education in the development process has been reflected In' the budget for
education. The edugation budget as a percentage of GDP has increased from the pre-ERP’s low
level of 1.4 percent in 1983 10 3.2 percent in 1989, and further to 3.8 percént in 1994 (Annex 3.
1). Hence, Ghana has shown relatively sirong fiscal commitment to the education sector during -
its decade of stractural adjustment. The propostion of the Govemment’s anriual discretionary -
budget allocaled to eduication has averaged nearly 39 pescent over the last five years, on &n
actual spending basis. Intrasectoral allocation since the educational reforms’ began in 1987 has
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béen in favor of basic education which has cons;slemly feceived 60 percent or more of MOE's
' budgei

2.12  Financing the Basic Education Sector. Over the last four years, of the total amount of
basic education récurrent expenditure, the Govermment has contributed about two-thirds,
houscholds about a quader, and donors about 10 percent {Annex 3-1-3). For capital costs,
districts aré the major source of in-country domestic spending and on average they share the load
cqually with external aid partners, although contributions toward capital expenditures fluctudte
significantly. - Two major sovrces of fundmg for districts are the District Assembly Common
Fund (DACF), a centrally distribuied intergovernmental (i.¢. national to district level) transfer of
$ percent of the national lax revenue; and funds generated by the districts themsclves, with
~ education levies accounting for most.  The Govemment has thus been resporisible mainly for
recurrent. expenditure, ‘predominantly salary and administrative “costs. - Its spending on
' infrastructute and mslrucnonal materials has been very minimal; whxch has been compensated
for by donots.

213 Desjnie substantial real increases over the years which have miade teacher salaries-
relatively higher than those for civil servanls of comparable raik, remuncration is stif felt to be
inadequate by many teachers. This conlributes to atienation and 1o the inclination fo pursue
other mcome-generatmg acuvmes Making sufficient resources available: for non-satary
expenditures in schools to improve the quality of education outcome while maintaining teacher
motivation through attractive incentive packages afe challenging tasks.

C. KEY ISSUES IN BASIC EDUCATION

2.14  Since establishing a joint forum with resident donors in 1994, MOE/GES has béen
engaged in collaborative sector studies. A top-level task group was formed by the Minister for
Education to oversee the preparation of reports prepared by professional study teams involving :
local experts, and a series of participatory workshops has been held involving stakeholders.
Parents, community leaders, district and regional officers, teachers, parliamentarians,’ and
MOE/GES staff have all contributed to producing analytic reports that have identified the main
issues which have been addressed in lhe MOR’s Strategic Plan for Universal Basic Education
(FCUBE) .

215  The key issues in basic educahon ﬂowmg from !he pmcess outimed above can be
calegonzed into four bioad areas as follows: (a) poor teaching and learning outcomes; (b)
inadequate access to education services; (¢) weak management capacuy at all levels of the
system; and (d) unsatisfactory financing arrangements

Poor Teachlng’ and Learping Outcom‘es

2.16  Over the past decade the present edication system has been rebuilt on the wuins of its
: predecessor Howevet, despite increased resourcé inputs and enrollments, the reform movement
has had very timited success 50 far in lmprovmg thé quahty of teachmg and Ieammg ouicomes.
through a USAID project {PREP) on a sample of P6 pup;ls over the last few years continue to
show appalling cesults. - In 1994, only three’ percent of the pupils tested attainéd satisfactory
scores for English, dnd merely 1.5 percent for mathemaltcs (Annex 2-3). If the basic education
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S}stem continués to I‘aal to produce acceptable outcomes, it will become pohtlcally d:fﬁcuic for
the¢ Government 1o maintain such a large share of budgetary resources for schoohng, parental
confiderice will be totally eroded, and a downivard spiral will negate the considerable progress
over recent years as measured by a number of :mportant indicalors. ,

2 17 Causes ldentified for this problematic situation mclude - (a) lack of instructional
materials and equipment despite the considerable external furiding for theim over recent years,
and even where available, teachers often do not make effective use of them; (b) inadequate
spending on non-salary recurrent items, especially at the school level; (¢) high levels of pupnl and
1eacher absenteeism; (d) snsufficient teacher-pup:l instructional contact hours; (e) mappzopﬂate
pre-service teacher training and inadequate in-sesvice teacher teairiing; (f) unmotivated teachers
owing to ine flective supervision, unaitractive incentives and low societal regard of the teaching
profession; (g) an overly ambitious curricolum, burdensome fo both teachers and pup;ls and; (h)
- didactic modes of teaching, namely, roté: memdrization” and copytng from the blackboard.
Furthermore, many private and some pubhc schools, especlally some rehgiously based do'not
actually provide the regular courses, A comphcatlng issue is the Ianguage of instruction: poor
rura} children tend to have almost nio access to spoken or written English in everyday life. In the
lower primary school in which children’s mother-fongue is supposed to be the language of
instruction, fnsufficient supply of both educational materials and teachers who can corimunicate
in local fanguagés means that few pupils fearn the skills of reading and witing even In their
native language. The majority thérefore have no linguistic framework to help lhem become
literate in English as a second language. While recognizing that, as in most’ mull:-lmgulstlc
countries, this is a political as much as a pedagogical issue, it is nonetheless having a devastatmg
effect on the learning of core skills.

Lack of Management Efﬁciency

218 !mprovmg the effectivencss and efliciency of MOEIGES cannot be achieved through
action in the education sector alone. A ‘collective effort is tequured which will involve a wide
range of stakeholders - other Government and public sector agencies, particularly the Ministries
of Finance and Local Government, Office of the Head of Civil Service (OHCS), and the National
Development Planning  Commission (NDPC), communities - and ~ émployees/funions
representati\es Nonetheless, immediate strengthening of the management capacity of
MOE/GES is required. Some of the tmmedsate managemem lssues to be addressed are
summarized below : :

219 Effective management of basic education depenids upon the institutional capabili'ties‘ of

five agencies - the twin bureaucracies of MOE and GES at the central, regional and district =

levels, the Ministcy of Finance (MOF), the OHCS, and the schools themselves, MOE
formulates education policy, seis secloral objectives, determines sub-sectoral resource allocation
and monitors the provision of services. GES has its own enabling Iegis!a_tion, the Ghana
Education Service Act of 1994, and provision for a Goveming Council. It is the technical .
implementing arm of the education sector. While MOE is a ¢ivil service agency and GES a
subvented one, to alf intents and purposes they are administratively and budgetarily intervelated
in their day to day opetations, MOF holds the budgetary and resource allocation Ievets, although
MOE/GES are expected to manage their allocations within’ prescnptwe guudelmes OHCS: -
_ controls the appomlmem of new personnel and senior managess. ' sy
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220 . Sigaifi canl efforts have been made over the years 10 enhance lhe respons:b:hty and
authonty of thé GES D:smct Education Offices (DEOs) In line with this, it is env:saged that the
role of the Reg:onal Education Offices would be oné of coordinating and monitoring. Recently
DEOs were given extended authotity over some staffing matters, espec:aﬂy promotions,
slthough the majority of personnel dacisions, particulatly those concering appointments and
severe discipline, continue to be taken centrally within the GES. In practice, the regwns
continue to play a significant rhanagerial role in the preparation of budgets, although thls is
éxpécted to change mth the advent of financial decentralization.

221 Restructuring In- 1995 lhe GES initiated a review of its maridgement struétures at
headquarlcrs regional and ‘distsict levels ‘in order to bring authority "and rcspon&bﬁﬂy for
services ‘closer to communities. As part of this process a workshop was conducted in March
1996 for. MOE/GES ‘nianagers, Dtstnct Assembly meinbers and headteachers in oider to.
“determing management respons:balmes a1 different levels, fo defing the re!ahonsths between
key bodies and to formulate priorities for institistional slrengthemng The results of this exercise
are set out in Annex 8. This has been miotivated both by the pressing requirement to reduce non-
*school based paytoll costs in order o make more résolices avaitable for schools; and by the
political imperative to decentralize functions. The dilemma is that increased decentratizalion,
whether administratively or politically motwaled often leads to demands for additional
administralive stafl and hence larger payrolls. The restructuring of GES, which is necessarily
‘coupled with that of MOE, is being condudted in line with the Nationa} Institutional Renewal and
the Civil Service Performance Improverent Programs (NlRP/CSPIP] the Government umbiella
arangement for public sector and financiat management teform. The systentic Issues arising
from workshops, together with the outputs of beneficiary surveys, are curiently being analyzed.
These will form the basis for actions to address system-wide constraints fo public sector
performance and good govemnance. The réstnicturing of MOE/GES and the development of
improved management systems and skills wnl! need to be facilitated by, and harmonized with,
this broader process.

222 Decentralizatlon. The restrvcturing referred to above involves significant delegation of
operational decision making to the district level. Hence it will give due regard to the focal
goverament reform movement which has been pursued since 1938 in order to promnte popular
pamcipalion in development by devolving powers and responsibitities for service provision to
elected District Assemblies. As a result of the Local Government Acts of 1988 and’ 3993,
District Assemblies have a legal mandate to take over specified Government services including
the pnmaty and junior secondary schoofs. - District Education Oversught Commitiees (DEOCs)
dre in the process of being established (Annex 6). In order to effcct this transfer of authority,
responsibility and accounlablhly for services o the District Assémblies, additional enabling
legistation such as the passage of the Local Government Secvice Bill will be required. Further,

“Common Funds” have been established to enable District Assemblies to méet capital
expenditures for all sectors. In time, recurrént budgets may also be devolved to the Assemblies.
Accordingly, the restructuring and decentralization which will take place within the MOF/GES
will need o pave the way, ultimately, for full devo!uuon of basic education services to the
District Assemblies. :

223 " Devising improved and decentrahzed management structures and achlevmg clear roles
snd décision making authority aré nécéssary but not: sufficient” conditions for institutionat
‘effectiveness. A number of other critical management issues need to be addressed to enable the
' MOI-‘IGES to achieve its basic education poals. These are sum manzed below,
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224  Orgonization’ Culture.  Whilst proposals are, being  developed to - streamline
nianagentent and to delegate avthority to the distsicts, a management culturé which is rooted in

centralized decision making and administration by, formal diréctives temains largely intact,
Resistance to change can be anticipated from some. Pre-eniptive action is required to counteract
impedance of further operational delegation and local initiative.

225  School Supervision. Inadequacies in the supervision of schools, both by district level
officers and headtcachers, and the limitations of disciplinary processes are serfously undermining
effective teaching. OFf particular ¢oncem are the quality and impact of school inspections and the
degiee of professional independence of the inspectors and circuit supervisors. The absence of an
‘approptiate - performance - rhanagement  framework which sets out’ clear and. relevant
accountabilifies for monitoring purposes simply compounds the problem. - '

226  Fducatlonal Management Information. School census and sufvey data critical for
planning and resource allocation are consistently reported 100 late fo be of practical use, ;As a

resuli; uset units tend to collect their own information independently. This results in duplication

of effort, data Iriconsistencies and validity problems, as well ds overburdened district officlals

who are charged with data collection. The fact that units tend to operate in isolation further

inhibits information sharing and exacerbates the problem.

227  Management Skitls. Thers is a dearth of capable maiiagess at all levels of the system
 because they have traditionally been selected on the basis of their teaching qualifications and
expérience. Subsequently very few receive any significanit management tralning. Inadequacies
in the supervision of schools, both by district education officers and headteachers, and the
limitations of disciplinary processes are seriously undennining effective teaching and leaming.
Such weaknesses are teinforced by the absence of an appropriale performance management
framework which sets out clear and relevant accountabilities for monitoring purposes.

228  Commiunity Involvement. An important question is how communities can become
more involved in the managemeént of schools through the new School Management Committees -
{SMCs) and DEOCs tecently Jegislated in the GES Act of 1995. ‘Although patents are officially
expected to play a more active role in school management, niany continue to see their role as
providing supplementary financial support only. This is partly due to some confusion between
the roles of the PTAs and the SMCs and partly becauss teachers do not always welcome parenta$
“intrusfon™, ' - ' : ' :

229 Resource Allocation. There is a general shoitage of instructional materials especially in
primary schools and of trained teachers particularly in rural areas. - There are also weaknesses in
the resource distribution system and the teacher posting system, resulting in considerable
inequities between schools, regions and districts (see para. 2.35). These problems are parily due
to absolute resource limitations but can be attributed largely to failure in the resource allocation
process which allows prior claim to personnel emoluments and to advantaged areas.

230 Rewards, Currently there are few incentives availablé to teaching and non-teaching
staff, beyond the standard remuneration and conditions of service, to encourage and reinforce
good performance.  Specific performance-related rewards to motivate staff and salary range
decompression 1o attract and retain people in positions of high responsibility, have to be devised
and implemented. - : ‘ ‘ '
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Unsatisfactory and inéquilal}lé A(:'ceSs and Participation

231 Basic educallon enroltments have been increasing. Enrollment in public: primary
education increased by more than 25 percent during the 1988-93 period from 1.6 million to 2.0
million. Enroltment in private schools increased relatively more rapidly from about 134,000 to
225,000. Bul because of population growth, enrollment ratios have been stagnating despite
overall enroliment increases (see Table 2-2 below). The gross enrollment ralio presently stands
at 78 percent for primary with 85 percent of children at age 6 éntering the first grade (P1); and at
61-percent for JSS.  Enroliment ratios in the north, where girls comprise only 35 percent of
primary enrollments and as little as 25 percent in junior secondary, are up to 30 percent lower
than the national average (Annex 3-2-8)." Girls' enrollment ratios continue to decrease steadily
through the grades (Annex 3-2.2). The direct and indirect costs of education together with
parents' lack of confidence in the education system are dlscouragmg poor families fmm sending
their children particularly giels, to school.

‘Table 2—2 Populallon and Prlm.ny School Enroltracnts 1980-93

- (in thousands)
-Average fohhe period. - _ Avciagé. GrbwthRa(e .
L - ¢ |1980-8411984-38|1988-93}1991-93| 1950-84 | 1984-88 ] §988-93 | 1591-93
Population | - 1516 113,138 1135270 | 15963 | 3.7%5 | 34% §:31% | 3.1%
{Schoolage (6-11) | 1,926 | 2,175 | 2511 2,641 3.0% | 3.0% | 3.5% | 3.5%

imary (private) 2] 126 174 1 2091 3.1% | -3.1% | 109% | 49%
ER (pub.& priv.) | 82.0% | 78.8% 1 77.7% | 782% | -0.5% | -1.8% | 0.23: | -0.9%

Eimary(public) ] 14681 1,386 ] 1,778 ] 1,855 2.5% | 1.2% | 3.6% | 2.8%
i

"Source:’ MOE

232 Durmg !988 92, thé number of publlc primary schools increased from 9, 168 to 11 270,
* The mid-term review of the IDA-fundéd Primary Schoot Development Project (PSDP) found
that some districts, particularly in the north, put in a_ significant part of their budget for
schoolang But diié to limited financial capacity and inefficiency in resource management by the
districts which aré legally responsible for basic education infrasiructure, the need to construct,
_ maintain and rehabilitate school facilities is fas from being met satisfactorily.  Despite MOE’s
‘guideline that all chitdren should not have to walk more than 5 km to school, in rural areas, many
children walk in excess of 8 km. Progress through PSDP and other donor support
' nomnhstandmg, classes under trees are not unusual; and many schools do not have proteciion
from rain'or wind. The absence of systematic school mapping does not enable MOE to monitor
. the actual condition of infrastructire or to determine relative nceds for rehabilitation and
construction of new schools.

233 Weak Community Involvement. The majonty ‘of parents have not yel regained
confidence in the public schoo! systcm because of its pen:ewed _poor value for money. At
‘ptesent focal comtunities have a limited rol¢ in the running of primary and JSSs: = extra-
curricular activities organized by | Parent Teacher Associations (PTAS) aie the most usual form of
mvolvemeni For this reasoh, commumtles feel little ownership of the schiools their children
attend; and frequently eré mistrustful of attempts by the authorities to soficit community
mvdlvement lest it be dn excuse for extracting addmonal ﬁnanclal conlnbuuons MOB is aware
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~ that pew approaches to community pariicipation need to be actively pursued. l):aﬁ constitutions
* have been prepared for the legistatively mandated SMCs at the primary and JSS fevels. These
comimittees have a potential role to play in relation to the new DEOCs and to District
Assemblies. However, the: SMCs as presently constituted will have limited influence as
governing bodies until significant managemeat responsibility is transferred to the schools
themselves, :

234 The key to successfil community participation is to ensure that, havmg regard to dlstmct
features, local people have a real influence over decisions which affect the quality of education -
 their children receive. Ultimately, commumues aré likely to reject mechanisms which aré seen

. as. mmply advisory or established to "rubber stamp" decisions taken by schoo! or system'
: oﬂ'cia!s

. 235 Geographieal D:sparims There are muIUple dlsparmes among regions !n 1992, !he
total gross enroliment 1atio {including both public and private schools) for primaty education
was high in Volta, Ashanti and Greater Acéra (ranged from 90 to 86 percent), much higher than

" the national average of 77 percent, while low ia Uppér East, Northern and Upper West ranging

from 53 to 46 percent. The three reglons with the lowest enollment aré also the three poorest
regions, The prwate sector is especially active in Greater Accra, currently accommiodating 36
percent of total primary énrollment; and in Ashanti {14 percent), the two reglons with the
country's biggest cities (Annéx 3:2-7). ' Regional spending pattems, however, do not -show
evidence of action to mitigate this mequtty ‘Upper East and Upper Wést, two of the most
disadvantaged regions, spent only US$22-23 per pnmary school pupll in 1994 agamst the
naltona'i average of US$52 (Ann¢x 3.2.9)..

236 The Poor. ’l‘he fact that provision of basic education infrastructure is the responsibility
of district governments and local communities works unfavorably against poor areas because of
their lesser fiscal capac:ty, despite supplementary financial support by the central govemment.
Also, there are various direct and indirect costs of schoolmg The Bank’s poverly study on
Ghana shows that children without acdess to basic education predommantly belong to famiilles of
the poorer segnient of the population (Annex 3-2- 4). In efforts to mobitize resources locally for
school maintenance, many districts, PTAs, and schools impose levies ‘or fees. These additional
‘costs further deny access by the poot. Many school-age children are conmbulmg to family
income in one way or another. For pooi’ parentd, the high direct costs of schooling, the critical
" Importarice of income eamed by their chitdren, and uncertainties about future higher earning
deriving from participation in basic education, all contribute to their opting nof to send all the
children to school. The very poor households spend only hatf as much on primary educalion as
the richest households do (Aninex 3-2-5). In rural areas, where most of the poor reside in Ghana, -
households spend less on, and benefit fess from, education than households in utban a:cas

{Annex 3. 2 -8). '

237  Giels. Access of gitls to basic education, although gradually improving, is a major issue
among gender concems in education, On the encouraglng side, particularly 2t the JSS level, the
gross enroilment ra!e increased from 43 to 51 percent in the last five years, and the retention rate
is also improving. Léss imiprovement Is seen at the primary level (Annex 3.2-1). However, at
&Ml grades of schooling, girls enrollment is [ower than that of boys. Out of every 100 girls -
enrofled, 72 reach P6 and 51 reach JSS3 apainst the’ boys 80 and 63, reapechvely Such
dlspanues increase in the north.  Studies in Ghana show that in addition to the factors mnhtaung
against the children of poor families atlendmg school factors known (o impede the participation
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of girls Inc!ude' high opportumty costs of education for girls who are needed for household and

.child care and parents® perception of boy's superior returns to education; socio-cultural barriers
to girls education, and traditiona) early marriages; fack of parent/community awarcness of the
benefits of girl’s education; inability of parents 1o pay for the education of all their children,
leading to prioritizing of boys; inappropnate domiciliary and hygiene arrangements associated
with schools; and insufficient role moclvlmg by women teachers. These access, retention and
pezfonnance problems are sourced as much on the “demand” side {i.c. houschold behavior and
cultural attitudes) as on the “supply” side (i.e. education policies and school facilities). Table 2-
3 summarizes these d:spanues at the district level.

Tab1e2-3 Basic Ed: ucal:on Charactenslics by Necdlest Regions :

Gnls I’nticipltnon o Tnlned Teuheu Do - Pup:U’!‘uther Rl(lo B
o Yeof ) | %ol . PupilfTeacher
Distriet’ < ] Fotal CDistrict Totad | Dislricts = | Ratlo
1. GUSHIEGUKARAGA “33.11 " | JUABESQRIA ] 2538 GUSHIEGUKARAGA ] 56.11
2 SAVELUGUNARTON | - 21.22 - TOLON-GUNBUGU 2833 | BONGO R
3, TOLONKUMBUNGT -23.13 AFRAMPLAINS - 3226 ) ACCRA - 4603
4 ZABUZUGU . 33.02 SENE . 3889 SABOGA ) 4257 ;
5 EASTOAGOMBA - 3356 - | SAVELUGUNAN. - 3350 | KASENANANKANA nai
S NANUMBA - 3452 TWIFUHEMAN . 4230 | BAWKUEAST 40.35
1.EASTMA_MPRUSi . 3548 EASTGONIA 43.6). | NADAWL! . 40.05
3. BAWKUWEST B 3614 MPOHORWASSA TS RAPAL AN . 39.23
9SABOBA ] 3106, [ WASSAAMENH 4631 | GA 1 39.10
TO.BAWKUWEST 371.25 ‘ASUNAFO - 46.61 -] BUTLSA . 1870
11.BONGO , 3725 | ATEBURU . 46.6% BOLGA : ’ eI
§2WESTDAGOMBA ™ | . 3991, | SEFWIWIAWSD | 4383 KUMAS! k34 ¥
EI.EASTGONIA 3950 ZABUZUGUTATALE . 4921 | ANLO 3750
14 BOLE 40.18 ADANSIEAST 4928 - | BOLE . 3125
13HRAFA-LAMB 40.68 AMANSIEWEST 45.78 TEMA i 3585
Seurce: MOE,

4_Inadéquate Fin#ncing Arrangemenls -

238  The education seclor has been receiving 36-40 percent  of - the - Government’s
discretionary fecurrent budget (net of debt servicing and other extra-budgetary items);’ and
arotind 3 percent of the development (capital investment) budget. The expenditure side has been
constantly beset by uncertainties conceming salary obli gations. During the past several years for
which expenditure data is available, MOE’s actual éxpenditures have overrun the budget, Nearly
the entire overrun can be attributed to s2lary related expenses while in some iristances the meager
amounts allocated to non-salary items have been underspent. The absence of a workable policy
to contain overall personnel emoluments, and of a refiable and timely expenditure monitoring
_ syslem are partly responsible for this poor financial management. - In- panticular, data at the
district level, by the time it is consofidated at the regional level and forwarded to GES
headquarters, is out-of-date and is ofien inconsistent. The Govemmient’s central Integrated
Personnef Payrofl Data (1PPD) system is expected to address this problem, although naccurate
- dala processing sometinies plays tricks with names from the payroll. Internal resource allocation
within the basic education subsector js also heavily influenced by the sheer size of the wage bill.
- Of total MOE/GES expenditures, gersonnel emoluments account for 85 percent. When looking
at school-level basic education expcndatures around 98 percent of the nauonal budget allocation
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is absorbed by salary and related personnet costs with only a negligible remainder available for
school operauon and maintenance. GES stafl already a¢count for over 40 percent of total public
sector personnel but the pohcy goal of achieving universal primary education by 2005 indicates
the need for fusther increasing the number of teaching staff. Given’ thal the education sector
réceives more than one-third of the country’s discretionary bidget, "it is essential o c!osely

. monitor the size of the sector’s shlary enveIOpe Textbooks and other teaching/learning materials

are provided but because the budgetary provision is so small, a substantial panl 'of lhc costs of
textbock provision is presently financed by donors.

239 Inappropnate disbursement practices further i tmpmge us¢ of t:m:ted financial resources.
Due fo uncertainty aboul the extent of outlays on the emoluments, MOE/GES does not seem 1o
effect procurement ‘of goods until the third or evei the fourth quarter of the fiscal year. This
. often results in underspending of the already thin non-wage budget. Reat!ocauon froim salary to
! "non-salary budget lines has not been allowed. . th the recent agreemen! between MOE and

- 'MOF to undertake sich intemal reallocauon, it is nmely to establish a more user-fnendly

budgetary system. ' A miore transparent system of budgeting has to be developed: the present
syslem is extremely complicated and it is difficult 16 tell how much is aclually spent on basic
education or any other leve] of education. - :

240  Funids for rehabilitation have been provided through support from donors, NGOa,

‘Disteicts and local communities. The Government has spent almost fiothing on capital stock for
“basic education in the past decade, except for transfers 1o the District Assembly Common Fuind

(DACF).  Special resourcé transfers to the needier regions were, made, but the level of support

has not been adequate.  Until recently leaming materials havé been procured largely feom

abroad. This caused a serious stpply shortage when foreign reserves and donot support were not

avaitable for this purpose. Moreover, even when lextbooks have been procured, they have taken
* too long 1o reach schools. De\'elopment of tocal capacity fo produce and dlstnbute leammg'
matérials in a timely manner remains a challenge.

241 - Until the concepl of cost recovery was introduced under the Education Sector
Adjustment Credits (EdSACs), the Government had no ‘scheme for sharing the financlal burden
of public education. Textbook user fees of ¢150 per pupil per year (later raised to ¢250) were
introduced in the P3 through J$3 range to offset production costs {less the cost of paper which
was prov:ded by CIDA).” Also, students were charged for stationery items. Special revolving
funds for stationary and textbooks were established but were not administered cffeclwely

Peimary education was regatded traditionally as being free of charges of any sori, and sticeéssive

governments continued to declare that it should be fré¢ and universal. In 1991; when MOE
imposed textbook fees for primary education, absolute énroliments dropped by 3.5 percent for
the first time in a decade. The memory of the “good old days” still affecls many parents’ notions
about the cost of education, and about who should bear them. ~Unlike decades ago when
schooling was for a privileged minority, it is a pragmatic necessn!y in an €ra of mass education
for governments to seck to establish cost-sharing arra.ngements to ease the burden o4 the public
purse the issue, of course, is ong of eqmty

2.42 For cost wcovery schemes o be eﬂ’ectwe, collecuon rates and appropriale pohcnes hav
to be addressed. It is MOE’s intention 1o ensire basic education opportunities for all by reducing

- Ghana's public sector has some 345,000 3(afY; of this ni.lrﬁber, over 155 ,060 are GES pc:sonhel;
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the actyal pnvate costs of the tower levels of public education and by increasing the propottion
- of cost- -recovery at the higher levels. This is consistent with the differential rates in the social
and private returns to schooling at different levels, Thus, in_response 1o the decreased intake -
into the P1, the Minister for Education announced In January 1995 that textbook fees would be
abolished for primary education. This policy decision was accompanied by a raising of the
textbook fees at JSS to ¢1000. MOE policy explicitly forbids a basic education pupil being
. excluded for non- paymem of fees of any sort on histher behalf. Nonetheless, the de facto
compulsory nature of ancmaly levies is reported 10 be still widespread, with its accompanying

- exclusions.

2.43 Parents/guaidians are askéd to pay for exercise books, stalionery, school uniforms,
- hinch, transportation, and some othér fees and levies which carn aniount to £5,000 per pupil
(U$$3.25) in rural aréas and to £12,000 (US$8. 00) in brban ar¢as. Table 2-4 shows somie of the
fees paid for each’ pupil on average in 1992. For !arge poor families, this means fewer
educational opportumhes ‘especially for ‘girls and younger children. - It is importaiit that the
Goveriment clarifics and wins suppori for guidelmes as to which dircet cosis the household
should pay. This needs to be done in the contéxt of ov erall sccloral financial planning.

Table 2:4 Annual Private Costs of Pubhcl) -Prowded Basle Edueation

(Cedis per piipil)
_ T Acteal
. " MOE guldelines 1992
Tuition feg 1 C o free ' 13
Textbook user fees BE 3-9: 250 (Oct. 1950y . |}
L - 500(1991) ' ) .
s frée for BE1-6 (1995) Y 710
Ex¢rcise booksand - | for primary and JSS } ‘
stationery = . . e
PTA levy - . ] o264
Uniform B i ' 1 o nee
Fooddodge , T 172,126
Transpoitation : ’ - 148
Others - N - 966 -
‘Total . i C C 7,364

* Soutce: GLSS 3: The Incidence of Social Speading In Ghana, 1992,

bi PREVIOUS BANK OFERATIONS IN THE EDUCATION SECTOR

244 The two main objeclwes ‘of the education ref‘orm that began in 198? have been to
improve pedagogic coverage and to rebuild a financiatly sustainable education system. After an
initial emergency Health and Education PmJect (Cr. 1653-GH, US$5 million for education
sector), the mplemen!auon ‘of the réform program was supported mrllally by the Bank through
the First and Second Education Sector Ad_mstmen! Credits (EdSACs). EdSAC I (Cr. 1744-GH,
US$34.5 million), which’ supported the first three yeats of the reform (1987 89) and closed on
December 31, 1991, focused on the reform process parltcu!arly at the basic level (primary and
JSS) EdSAC u (Cr. 2140-GH US$50 m:l!km) Suppoﬂed the’ second phase of the reform -
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progmm (1990-92) to help consol:date the reform in baslc education and cxtead it to the scnlor
secondary level. The EJSACs have been followed by projects that respéctively support: primaiy
{Cr. 2508-GH, US$65.1 million), senior ‘secondary (Cr. 2278-GH, US$15 million), and tertidiy
(Cr. 2428-GH, US$43 mdhon) levels as well as adul Jiteracy (Cr. 2349: GH, US$17.4 million)
and vocationa) training jri the informal sector (Cr. 2695-GH, U$59.6 million). In all, some
US$240 million has been committed by IDA over the past twelve years.” The ongoing Prithary
School Development iject (PSDP) is the antecedent to the proposed Basic Education Sector
Improvement’ Credit {(BESIC), and will partially flnance the start- “up’ of th¢ FCUBE Program
during 1996 until BESIC becomes effective, .

h OTHER Dowa SUPPORI‘ FOR TI[E EDUCAT]OV SECTOR

245 Over recent nmes the largest doriors apart from IDA- have been USA[D whzch
aIIOCated US$3$ million to primary education ever a six year penod (I99i -96) and is currently
in the process of formulating a follow-on program of assistance within the framework of
FCUBE; ADB with U$$20 miliion for tertiary education; CIDA with US$14 million mamly for
technical ‘education; British ODA with US$8 million for lnteracy and basic teacher education;
‘Norway with US$$ inillion for literacy and schoo! pavilions for basic education; and the OPEC
Fuad with US$4.4 million for school pavilions and school sanitation. - Thé EU-is providing
earmarked adjustment fundmg to support non-salary recurrent expendﬂure in éducation. Other
donors includeé World Food Program (WFP) for school feeding; UNICEF fot primary and pre-
schoot education; Switzerland for secondary school equiprivent; the Saudi Fund for secondary
_school developnient; GTZ of Germany for vocational school developniént ahd UNDP and 1LO
“for institutiona! strengthening. ~ KfW of Gérmany has recently completed its appraisal of a
project to rehabititate teacher iraining colleges serving basic schooling; and is about to prepare
an implementation strategy in collaboration with GTZ, having regard to FCUBE, Vanous no-
govemn menlal orgamzahcms (NGOs) have pmwded assnslance

F. LESSONS FROM PREVIOUS IDA AND OTHER DONOR INVOLVEMENT IN GHANA
: EDUCATION

246  Some US$240 million of IDA credits have been appro\ed for the whole educauon sector
in the past decade. Four projects are ongoing. ‘The education reform movement at the school
level, fueled with [DA and other donor suppor, has seen a significant increase in enrollments
and a decrease in drop-outs, although' participation rates are a problem due to h:gh populztien
growth rates. But the outcomes of schooling are still far from satisfactory.

247  One of the most important conclusions of the two lmplemenlation Completelon Repons '
(ICRs) for the EdSACs as well as the recent mid-term review of 'PSDP is that continuing to
expand access to basic education and to increase physical inputs into the system are necessary
but not sufficient to ensure that the quality of teaching and fearing at the schoot level improve;
significantly. More attention has 10 be paid to the “software” (process) aspects of program
design and implementation. Institutional capacuy snatters a great dea! in this context, without
which new “hardware” (mputs) and existing resources cannot be effectively utlllzcd

248 The iecent ICR for the Commumty Secondary School Construclaou Pro;ect prowdes

equally important lessons: a community participation scheme may not work unless pamqular
needs ‘and preferences, such as seasonal differences In the flow of income, are carefully
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consideced.” Furthérmore, the benefits of decentralization will not be realized without building
_strong capagity at the 'comnmniiy and district levels as well as at the central levels.

249  ltisnow riecessary to haritonize development efforts to improve outcomes at the school
level while continuing to pursue the goal of universal equitable access. To this end, the
traditional project-by-project approach is being consolidated into support for the comprehensive
FCUBE Program, covering_both development and cecurrent activities. The lessons from
previous IDA {and other donor) funded operations emphasize the importance of widespread
consultation and debate at the formative stage, close involvement by the “line” divisions of
MOB/GES and by districts in implementation arrangements, and adherence to agreed pricrities
white a!lomng financinig ﬂexlblhty to accomsmodate periodic program ntedifications justified by
expéiience gained over time. For more efiicient management of éxternal support " 1o basic
education, a MOE-donor forum was set vp in August 1994 as an MOE initiative, and is now an
effectwe vehicle for regular communication and coordination amiong partners.

2. SD ‘ USAID ODA ‘and UNICEF programs it three areas s of the country {Cape Coast,
Winneba and Afram Plains) have gathered experience in smalt-scale, integrated approaches to
primary schéot development, with strong emphasis on comuiunity ‘engagement and téacher
motivation in the pursuit of improvements in the quality of leachmg and learning.

G RATIONALE FOR IDA INVOLVEMENT IN BASIC EDUCATION

251 MOE has afﬁrmed that qualny mprovemenl of basic education must reccive hlgher
priotity from now on. The FCUBE program aims to achieve this through curticulum reform,
continual {re-)training and mionitoring of personnel, increasing community participation, systein-
wide management improvement, and steady expansion of access with priority to the neediest
groups. The FCUBE is the sole prograr for basic education, involving all current and future
[Activities supported by national resources and external donors.  The FCUBE will help address
“equity, gender and poverty issués in terms of access to basic social services as well as building
capacuy in the education sector and encouraging a participatory developinent approach. These
-are all in tine with the Bank®s own assessment of the situation and aré underscored in the Bank’s
Country Economic Memorandum and Country Assistance Strategy. - Without the continued
involvement of the Bank and other donors in Ghana’ s educal;on sector, the Government will
have extréme difficulty in furthering the reform process.. The Bank’s sector knowledge and
comparative familiarity with the integeated sector investment approach will be particularly
helpful to the Government in mobilizing continued donor support. The activities outlined below
are systemic in impact, affect all on-going basic education activities and structures, and promote
‘initiatives to meet dgmand for access and quality, DA assistance, in addition to the support of
other donors, for MOE?’s Sector Strategy and Operauonat Rolling Plan, will underpin a holistic
solution to a complex deveIOpment probrem
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3. - THE BASIC EDUCATION SECTOR IMPROVEMENT PROGRAM

A. PROGRAM OBJECTIVES

3.1  The ltong-term natioiial goal to which the FCUBE program will contribute is an
empowered citizenry, ~regardless of the geographic region in which they live, their gender,
religion or ethnicity. By requiring that all Ghanaians receive 9 years of quality basic educalion,
the Gavernment wishes to ensure that young people are prepared for further skills training either .
in the work force or in formal study. The central goal of the basic education system in Ghana Is
to ensure that ali stidents aré equipped with the capability 16 betome full stakeholdets in, and
benéficiaries of, dévélopment. The policy priorities, commitments and targets of the FCUBE

~ progrém for the period 1996-2005 aré outlined in the Government's Letter of Basic Education:
- Sector Development Policy (Annex 4). IDA will support the Govemment’s program, focusing
on issues ‘of school-level qualily improvement, more equity in resobtee allocation, greater .
efficiency in resousce use, expanded access, and increased participation. ‘Theé Basic Education
Scetor Improvement Credit (BESIC) will help consolidaté the considerable progress made since

" 1987 by helping to (2) improve the teaching process and teaming outcories; (b) strengthen
ranagement of the basic education systent through better planning, monitoring and evatuation
by MOE/GES at central, regional and district fevels, and by promoling active involvement of
corminilies in the management of schools; {¢) improve access to basic education, especially of
gitls, the poor and other disadvantaged segments of the populaticn; and {d) ensure financial
sustainability of the Government program for basic education over the longer term.

B. PROGRAM DESCRIPTION

32 ' The FCUBE program is docuniented by MOE in two volumes: (a) a Progtam containing

a staterent of sector policy along with a description of the 'strategic framework dnd its

components; and {b) an Indicative Operational Rolling Plan. The second volurine will be

 regularly updated in theé light of experience and as additional sources of finance come on stream.
A draft of this volume was discussed during’ negotiations, and’as a condition of Credit
effectiveness, the Goverament will finalizé and adopt the Operational Plan, with®specific
arrarigements for activities to be cairied ot in'1996-98. The FCUBE program comptises three
components; (a) ¢nhancing ‘pédagogic effectivencss through' support to teacher education,
improved supervision, regular assessment of student performance, adequate provision “of
instructional materials and periodic curricilum Fenewal; (b) developing and strengthening the
capacity for eflicient management at the central; district and school tevels; and {c} improving

access to basle education, especially for girls and the Yess advantaged groups, and encouraging
community interest and participation in the schooling process. It ‘will be necessary to
systematically design activities which explore the inferactions between these components, in the -
light of the best understandings of the factors that characterize effective education within
schools, focusing on, ameng others, school-level autonomy, school climate, the teaching/leaming
process, and pupil evaluation/feedback by teachers. ' '

13 The program will support wide-ranging strengthening of capacity at districts and schools
in the delivery of basic education.. Among others, the development of leadership skills of
headteachers, the quality of supervision, and the engagement of the community through School
;‘::nage;pem Committees (SMCs) will provide much more focused attention on issues relating to

Quality of schooling. The Government, with donor suppoit, plans to work towards the
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integration of these components in pursunl ‘of school lmprovement i selected districts,

_ attemplmg 10 develop models of best prattice, and building on previous work described in para.
2.46-2.50, - This approach would involve working.with Individuat échools, clusters of schools,
individual headteachers, groups of headteichefs, etc.; in developlng plans and strategies to utitize
the énhanced skill resource provided by the mdw:dual program compongnls. 1t will be necessary
to provide detailed - analytical data to monitor the Improvements in the quality of pupil
performance in individual scheols. It is expected that, as improvements of quality become
visible, community engagement will increase. ‘The results gained from these models, as well as
from the proposed Schoolmg lmpmvement Fund (para 3.23), wnll be applied to the national
progrant.

Coraponent 1% Enhariced Quality of Teachivg and Lé:irx}iug

34  The FCUBE progtam’ recognizes and addiésses the need to further upgrade the
professional skills of basic education teachers, both before they take théir posts as well as after
they havé sexved in their positions. This componens will promote mote effective feachmg by
iniproving specxf' c :nstrucuonal skills through revantped in-servicé and pre-service training
prograris and by motivating teachers through the introduction of néw incentive and sanction
schemes. It witl support the assessment of student performance to inform teachers, studénts and
parents of progress and {o provide the MOE with mor¢ objective criteria to evaluate the
effectiveness of basic education. lmpm\'ement in the quality of learning and student
performance will also be’ 3ddressed through the prowsron of instructional materials, as well as
cumculum review and revision. :

K Tn-Service Trainmg of Education Personnel. With the assistance of participating
doriors, MOE plans to develop a program for in-service teacher training (INSET) that will rely
- partly on-distance education methods and fechnology and parily on face-to-face workshops
during  school wvacations.  The INSET program will emphasize the acquisition and
implémentation of practical skills and the use of instructional materials to strengthen the
effectivencss of teaching. School-based fraining for tedchers will be increased and support
provided to them through the development and improvement of Teacher Resource Centers.
Teachers” Training Colleges (TTCs) will receive support to train tutors who witl work with
teachers in classrooms. “This initiative will also ensure that graduates of TTCs have more
practical experience and awareness of the complexities of cassroom instruction before they are
charged with ntanaging a classroom on their own. . Training for head(eachers will seek to
strengthien their managedient and supemso:y skills to ensure that they are supporiive of reform
at the ‘school level and are: effective in helping to- improve the skills of the teachers. |
Headteachers will be required to attain accreditation standards after training programs in order to
hold positions, Circuit supervisérs and district education officers will be trained 1o canty out
effective supervision of schools and to provide necessary support to the headteachers and
teachers. . Oriéntation and mobilization workshops for key district officials and community
leaders will be conducted t6 encourage their active involvement in school activities. Training for
educauonal personiie} at the district, regional ‘and headquaners levels, some of which will be
undeciaken as part of the activities in Component 2 (para. 3.10-3.17), will seek to improve the
efficiency ‘and quality’ with which education data are processed, programs are supervised,
~ monitoring is improved, rules and procedures are enforced, and curricula and learning materials
aré deve!oped and dlssemmated :
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36  Pre-Service Teachers® Training. The existing basic education teacher pre-service
training program has been criticized for its overly academic focus, and for its tack of articulation
with the school curricuta and the instructional needs of students. : The FCUBE program will
support the redesign of the pre-service  training programs, emphasizing -haads-on teaining
activities in schools and increasing the amount of time in practical teaching prior to certification.
Access courses will be given to teacher trainees from deprived districts who may not have the
requisite minimum entry qualifications. ~Links between the schools and teacher education
institutions of qualifiéd teacher educators of these institutions will be strengthened. As much as
* possible, trainees belonging to a district will be selected for training and contracted to stay in that
district for a minimum specified period on completion of their course. Local communities and -
district education offices will be asked to sporisor trainers, so that téacher development will be
demand-driven instead of being supply-driven as is curiently the case. A study will be catried
oul on the 38 TTCs, to define the specific roles to be played by each institution in the redesigned
pre-service training program, and to identify those which require rehabilitation (in conjunction
" with support to b¢ provided by KfW) and others which may be closed or merged.” Linkages with
the University College of Education at Winieba (UCEW) and Cape Coast University will be
explored to maximize support for the training programs. Ovér the longer term, FCUBE will also
support studies on allernative delivery mechanisms and evaluation of the impact of the training
programs. ' .

3.7 Assessment and Evaluation of Student Performance. 'Criterion-referenced testing of
the performance of Ghanaian students currently enrolled in basic education has given tangible
evidence to the ineffectiveness of the 'system (para, 2.16). To help ensure that curricula and
teaching tools are used properly, a comprehensive set of evaluation mechanisms will be
developed and put in place. The monitoring scheme will measute both student mastery of
material ds well as limitations in the teachers' abilities to implement the new curricufa, -Results
will be employed in the on-going process of cumicula improvement, and in the training of
teachers. Emphasis will also be placed on enhancing the supervisory capacity of district
education officers to monitor the instructional process more effectively and to interpret the
results of both continuous assessment outéomes and standardized tests. Greater emphasls will be
placed on the development of strategies to facilitate remedial instruction in the classrooms for
those students in need of supplementary help. : :

3.8  Provislon of Instructional Materlals, The lack of instructional materials has been
identified as a crucial factor which affects the effectiveness of teachers® delivery in ¢lassrooms
and hence the poor performance of pupils (para. 2.17). “The FCUBE program will support the
~ provision of textbooks, teachers’ handbooks, syllabi, and library books to schools. :Initially,

existing textbooks will be reprinted and distcibuted to schools, after making provision for
adequale school storage facilities. Subsequently, new textbooks will be produced following the
revision of the curriculum (se¢ para. 3.9 below). MOE policy currently undertakes to provide
textbooks (assuming a book life of three years) for all core subjects (6 subjects for BE 1-6 and 10
subjects for BE 7-9) at a'1:1 book/pupil ratio. Textbooks wilt be provided free 1o alt pupils in
BE 1-6, while pupils in BE 7-9 will ¢ontinue to be charged a usér fee. This policy will incur a
very significant charge against the total incremental resources of the FCUBE program, The MOE
is unlikely to be able to sustain such a flow without substantial assistance from other sources.
MOE will undertake a study.on the options for the sustainable provision of learning mategials,
taking into consideration the level of available financing, the potential for: private sector
- contribution, the printing {whéther focal or foreign) and distribution ¢apacity, the storage
facilities in schools, and the systems for encouraging and monilozing the actual use of materials
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. in schools. This Study is expected to be completed prior to the first go»emmentfdonor review
(JanuarylFebruary 1997) of the threé- “year rolling plan for the FCUBE program, to provide the
basis for appropriate modifications to the implementation plan. The provision of library books
will also be included in this study.

3.9  Curriculsm Review and De_velop’ment The first major task of this sub-component is

to review the e\clstlng materials available in the classroom for BE 1-9 pupils and teachess, in

terms of their valué as learning tools in delivering the syllabus for each sub_;ecl New textbooks

will thén be prepared and tested in a samp!e of schobls in various regions in the country. In the
- theantime syllabl will be drafted for the new subjects, including environmentat studies for BE 1-
3, integrated science for BE 4.6, pre-fechnical skills for BE 79, and religious and moral

“education for BE 1-9." Corse material for Ghanaian languages will afso need to be developed. -

Subject pane!s involving outside Spec;ahsts will be set up to review the Syllabus for each subject
and revise/write the texibooks. The FCUBE program -will support these activities and help
strengthen the Cusriculusm Research and Deve!opment Division (CRDD) in the GES to carry out
its functions.

Component 2: Managerent for Ffﬁclency

3.10  The over-arching objectwes for this component aré to improve the eff‘ iciency of the GES
and to eahance its effectiveness in implementing the FCUBE program. In particular, the aim is
to strengthen the management of human and financial resources at the district level in ordeér to
address the needs and aspirations of communities, parests and children. The design of the
component recognizes the public sector reform impératives of the NIRP as well as the
implications of the Locat Governinent Act of 1993 in the process of traiisferrinig to the districts
fneredsing respon51b|l|ty and authority over basic ed ucahon

3.1 ' This component will support the decentralization of responsibility and operauonal
decision making within the existing institutional framewotk of MOE/GES. 1t will help
slrengthen managenal capacity to enable the District Education Offices (DEOs) of GES to vée
their increasing attonomy responsibly by having qualified managers, relevant skills and
improved information, personne and financial management systems.” The plan is to focus upon
early results in tefms of management strengthening (especially at the district and school levels),
and to avoid undue disruption. In the longer term, this approach will facilitate the gradual
devolution of responsibility and authority to the District Assemblies as capacity is slrengthened
and- the appropriate Iega: instriiments are enacled.  To help achieve these oufcomes, the
Management for Efficiency Component of the }CUBF prograni is composed of five sub-
components, as outlined below,

3.52 Build!ng Capacléy for lnsﬁtutionaUOrganlzaﬁonal Analysis and Chaeoge. This sub-
component will aim at helping to develop the internal capacity to lead and manage change on a
continuous basls, to ensvre that managers, supérvisors and headteachers are effeclive in carrying
out their new responsibilities in a decentralized system, and t6 enable communities to pariicipate
in the managenent of schoots. The following activities will be undertaken to help achieve these
‘objeclives. First, an organization structice for the MOE/GES will be devised, specifying clearly
‘the relationships with extemal bodi¢s, opportunities for contracting activities to the private
sector, new management accountabilities at all fevels as well as the seope of delegated decision
making. The MOE/GES will develop legal or other riormative mechanisms as appropriate to
facilitate cooperation between GES and Dasmct Assemblies in order that FCUBE objectives are
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achieved. Second, a human resource plan will be developed, specifying recruitment, fransfer,
promotion and redundaricy actiohs to meet the staffing requirenients of the revised organization
struciure. The plan will draw extensively on the results of a pessonsiel audit of the aumbers and
skills of existing staff which will update and extend the personnel database of the IPPD system.
Third, to help stréngthen the agents and sponsors of change, orientation and training will be
conducted for both the technical staff of the nearly established FCUBE Secretariat and a
carefully identified core group of senior managers who will be appointed to positions of
responsibility and influerice in the new organization structure. -At the same time, commitment 1o
- the revised organizaiion design throughout the MOE/GES will bé built up through a “cascading”
~ approach to slaff consultations and briefings. - Fourth, nianagers, supervisors and headteachers
- throughout the systein will be tralned to exercise their new managerial roles and responsibilitics
under decenitalization, focusing oni interpersonal, sipervisory, planning aid client consultation .
skills. - The training strategy will émphasize in-country programs specifically designed for the
" GES and coaching skills for both managers and supervisors to ehiable them fo help solve job
problems faced by their'staff.. The overall program design will be based upon 2 prior training
needs analysis. Circuit supervisors will be specifically targeted so that they are able to train the
large number of headteachers at the circuit level.  Fifth, viable SMCs will be established by
initiating a diatogue with community leaders, clarifying their foles in relation to existing PTAs,
and subseguently providing them with support through both the DEOs and the District Educalion
Oversight Committees (DEOCs) which are in the process of being established. - Finally, regular
implementation reviews of improved managemeént sicuctures and systems, focusing on the
DEOs, will be conducted by regional teams and supporied by community representatives from
the District Assemblies and DEOCs. The FCUBE Secretariat will be résponsible for conducting
reviews at the Headquarters and Regional levels.

3.13  Staffing and Personnel Management. This sub-component will help fo-achieve a
more efficient and cquitable distribution of staff and teachers, strengthen personned procedures
for a decentratized system and design more appropriate salary Structures and incentive schemes.
It will include the following activities. First, clear and transparent procedures will be formulated
for the appolntment and deployment of manageis, supervisors and headieachers on the basis of
proven competence and identified potential in accordance with the manpower plan. Personnel
managers and officers will be trained in counseling skills in order to support and advise affected
staff during this difficult period. The IPPD personne! information systeal will be reviewed and
strengthened ta ensure al} staff movements are carried out efticiently and accurately. Second, the
job grade structure within the MOE/GES will be reviewed ‘and sevised to reflect new job
contents and skifls within the revised organization structure for MOE/GES and to provide for
more appropriate salary differentials. This exercise recognizes Governmént’s émesging public
sector incomes policy which aims te “de-tink” the saldries of different baigaining groups. In
addition, an employee motivation strategy will be developed which emphasizes non-financial as
well as financial incentives and provides discretion for district education offices to design
locally-based schemes. 7Third, personnel policies and procedures for récruitment, promotions,
transfers and discipline will be revised to make them relevant to decentralized - personne)
management in the DEOs. Special emphasis will be placed upon the development of a revised
code of professiohal conduct to support strengthened disciptinaty procedusés fo give line

managers clear responsibility for initiating disciplinary action.

314 P'erlo'rmani:e: Management. This éub-ciomponéht \\?i!l help'.de:si;gn' and implement an
¢ducation management info_rma!ion systeim (EMIS), and will introduce a performance appraisal
system which involves objective setting, regutar performance review and ¢otréctive action, The
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EMIS will be designed 1o support policy analys:s dnd planning, the management review process,
and the monitoring of FCUBE program targets and standards. The design of the EMIS will build
upon tho existing statistical system and the skills avaifable in the MOE/GES; and will be closely
- coordinated with other systems bemg used or to be developed in the context of the NIRP/CSPIP.
in addition, a school mapping exercise will be conducted to promote micro-planning.. At the
same time, an improved performance appraisal system witl be developed which links individual
- performance 1o work unit objectives. This system will form the basis for establishing contractual
or other relationships with Disirict’ Assemblies to ensure FCUBE goals are achieved in the
. decentralization process. Mechanising approptiate to a decentralized education system will be
established for monitoring, emphasizing performance indicators and management reports, with
' clearly defined standards for different levels of management and procedures for the periodic
review of work programs arid implemeritation plans. Financing for consultancy services fof the
- design and de\'elopment of an EMIS will be financed. under the ongoing PSDP. = Duiing
negoliations agreemerit was reéached on a tlme-bound action p!an for the operatlonahzalton of the
EM]S :

3.15 . Budgeting and Financial Managenient. ‘The objéctives of this sub- COInponent are to
ensure that MOL/GES budgets at all levels are prepared consistently in accordarice with the
FCUBE progrant structure and established budget guidclmes to enable the MOE/GES to accourit
“for its fevenue from whatever source and éxgenditure on any iténi/zclivity In accordance with
established accounting standards, and to produce periodic financial management teports which
can be related to program'oulpu(s and outcontes from the EMIS. - The current MOE/GES
budgetmg and accounting system will be réviewed and an impraved system wiil be designed to
- provide relevant and timely management information. -An agreed resource allocation formula
will be developed to facilitate the delegation of budgets to the district level by the end of 1997,
These activities will be closely coordmated with other ongoing central initiatives to strengthen
the public accounting systems, muludmg the Govemment s PUFMARP and the Bank's
suppomng FIMTAP operatwn :

3.l6 Dlsirlct Capacity Buildmg This sub component wﬂl focuc on strengthening -the
capacity of DEOs dnd District Assemblies in planning 2nd managing basic education, taking into
consideration the ovezall progress towards decentralization in the country.- It will help develop
mechanisms for the GES, in association with other arms of the Govemment, to provide technical
assistance to District Assemblies. The performance of those Assemblies specifically targeted for
technical assistance will be closely monitored, in particular in terms of the functioning of their
Social: Services Sub-committees and their use of Common Fund resources for educationat
purposes. MOE will progressively delegate financizl management discretion to districts having
viable education plans and administrative systems,

317 To help develop and strengthen capacity for the implementation of this component,
internationat and local consultants will work closely with MOE/GES staff in speeific activities.
A technical advisor with expertise in organization change will be engaged to help develop local
‘capacity and facilitate overatl implenientation of the component. In addition, consulting services
- will be contracted to assist in the review and design of the personncl management system, the
EMIS, the performance appralsal system, as well as the budgeting and financial management
system. - Consultancy firms which can access local expertise will be engaged to conduct the
technical' work” and to develop skills w:thm GES to’ operate the improved systems and
. procedures.- Appropriate training programs will be desigried and conducted for relevant stafl.

. Computer systems and eqm pmenl will be procured and installed as necessary.
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' Componenl 3. Impmving Access and Participation

3.18 The overall objeclwes of this component are to promote wider coveragc of the basic
education system through quantitative and qualitative mprovements to school facilities and
through direct involvement of comniunities and parents in activities that will heip improve the
environment for teaching and learning in their schools. Efforis will be targeted in pamcular fo
prometing access for girls, the poor and - for d:sadvanlaged chitdren in rutal areas.” The
component will build on the experience gamed in previous projects and pilot activities in Ghana
and elsewhere : : :

.3.19  [lofrastricture Developnient. Achisving the twin bbjecti'vea of increased access and
R |mpr0ved quality wil) necessitate both a quantitative exparision of and quahlatwe mlprovement
in basic education facilities and support infrastructure, MOE will take stock of progress made
‘over recent years and rationalize the usé of existing resources to maximize, their effectiveness.
'Some urban schoo!s may need to adjust o doubre-shiﬂs At lhe same hme, it will con'inue to
classrooin buildings and teachers’ housmg, based on telative need and demonstrated:demand

Initially decisions on school location and the typs of facilities to be'rehabilitated or built will be
based ‘on data currently available from the school census, which will be verified through field
visits.’ Subsequently as data on schools and catchment population beconte available through the
EMIS and school mapping exercise (pard. 3.14), MOE will prepare a phased implernentation
plan for Infrastructurs rehabilitation and construction, based on selection ¢riteria as shown in the
Iniplementation Manuat and to be reviewed annually by MOE, district/community stakeholders
and paiticipating donors. Indicators on poverty and girls” participation will be given prime
consideration in delennmmg the selectlon critefia. . _ .

320 - Schoo! Facilities Planoing and Mamtenance With the aid of arch ltecrural engmeering
finns, MOE will seview and revise as necessary the existing norms and standard designs for
school fecilities to enhance the opportunity for leaming and to allow flexibility (¢.g. multi-grade
schools, addition of classrooms). - The profile of schoot facilities (classrooms, libraries,
workshops, gisls' boarding facitities) will be based, to the extent ‘possible, on a common’
structural module, possibly an adaptation of the three classroom pavilion curcently ‘used in
buifding new primary schoots to allow for flexibility in facilities utilization and efficiency {cost
and time) in construction, General guidelines will be developed to ensure proper location of
ancillary facilities on the school site, as well as to provide for future exphnsion. School sites will
be inspected and surveyed in advance to assess suitability (access, terrain, soil conditions; water
_availability, and other critical factors) and cost for site improvements. Facititles maintenance
“will be budgeted at 1.3 percent of capital costs annually; and resoufces {in cash or kind) will
have to be made available. In collaboration with communities and districts, MOE will prepare
draft facilities maintenance policy and operational gmdehnes (types of maintenance, fi nanclal
“responsibilities, modalities ofexecu!ion) :

3.21 Increasmg Girls’ Participation, The FCUBE program seeks to enhance girls’
education through targeted interventions. . Several initiatives will be undértaken at the outset,
First, a pilot study using participatory Ieam:ng assessment (PLA) techniques will be conducted
in selected districts to identify the constraints 1o girls® participation in schools and develop
effective programs to remove such constraints, Secondly, gender expeits will review the current
curriculum and existing textbooks to ensure gender sensitivity in content and illuslrallons, and
will continue to be involved in all phases of cunicutum developmént.. Field tebts of new
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materials will be analyzed by gender as well as other cnteria Thirdly, a study on scholarship
programs will be uiidertaken to assess the lmpact of awardlscho!arsh:p schemes that have been -
lmplememed in Ghana and in s:malar sitvations, and to recommend an action plan for prov iding
various forms of financial assistance to encourage girls {and poss:bly othcr tow parlicipation
groups) to atiend school. Fourthly, plans will be developed to promote science and mathemalics
education for girls, taking into consideration the Science, Technology and Mathematics
Education (STME) Program and adapting it to the basic level. Pending the outcome of these
effoits, a long tenn strategy for enhancing g:rls participation in education will be formulated,
Icgether with implemtentation plahs for various forms of interventions. At the same timie pre-
service and in-sérvice training will seek 10 raise awareness in teachers of gender issues, and
efforts will be made to récruit moré female teachers into the profession. Districts will be asked

to identify quahﬁed female candidates for sérvice in their localities, and specsal training

programs ‘will be organized for such candidates in remote areas to he!p them atiain the necessary
minimury sklil levels.

32 Fostering Cummuuit)' Involvement. MOE recognizes the importance of commumty
and pacental involvement in schooling in improving thé teaching and leaning environment.
Communities have an impoitant role to play in enforcing standards, developing and maintaining
school property, and providing support and encouragement 1o headteachers, teachers ‘and
students, The ullimate goal is to develop community ownership, pride and sense of
responsibility for schools. MOE will promote community involvemént in education by
strengthening SMCs, devising mechanisms for consultation with DEQCs to ensure the equitable -
allocation of resources across basic education, and establishing a system for stakeholder
consullation to provide feedback on progress towards program goals. Much of these efforts will
be undertaken as past of improving management efficiency under Component 2. Special -
prograins to foster community involvement will be initiated under this Componeit, including a
Schoolmg lmprovement Fung (SIF) and an Information, Education and Comimunication (IEC)
campaign.

323 Schoolmg Impm\emenl Fund (SIF) In order to bring quality improvements to.
schoolmg on a broad basis, MOE realizes that fuither efforts are needed 10 motivate communities
to become more involved in the’ delwery ‘of education and take initiatives to manage and
contributé t6 school activities. ' The SIF is a flexible approach aimed at respondmg adequately
and prompily to the specnﬁc heeds of patticular school communities and encouraging initiatives
to improve the quallty ‘of teachmg and leaming. " Instead of making uniform provision for all -
schools thsoughout the country, the SIF will support epecnf' ¢ requests from local communities
themselves. In this way commiunities wifl bé involved in modest development projects from the
begmnmg, énd therefore are likely to feel ownership of these projects and beé committed to
suslaxmng them. A SIF pllot scheme will begin initially in three districts in 1996 under the
ongoing PSDP, baséd on the SIF Operational Manual discussed and agreed with IDA. The
Manual provides detailed guidelines for the selection criteria for school-based projects, the
ceihng for funding such projects, the procedures for project preparation, appraisal, approval and
1mplementauon as well as the draft terms of reference for NGO(s) to facilitate _the’
implementation of the pilot scheme. District Assemblies will be empowered to appraise and
approve funding requests from the schoois NGOs will be used to facilitate the process and to
build local capacity for project design, preparahon, appraisal, and implementation. Based on the
OXpenence of the pilot to be evaliated in mid-1997, the SIF will be gradually expanded to an
mcreaslng number of districts. Dependmg on the pace. et which districts and communities are
- able to develop their ¢apacity to manage the process and implement the school-based prajects,
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the size of the SIF is estimated to increase from 5325 000 in 1996 to possd:iy Uss1 mllhon in
1997 under the PSDP, and may I'unher increase under BESIC. There are similaries in approach
between the SIF 'scheme and_the school-based activiiles supported by . ODA, USAID and
UNICEF (para. 2.50 and 3.3), and it would be useful to explore the lessons that could be leamed
from edch of these programs. _

324 Informalion, Education and Communication (IEC). Much more effort needs to be
anade (o raise awareness among communities of the need for them to ba m\rolved and for their
children to take part, in basw education. In particular, it is necessaiy 10 promote understandmg
of the social and econdrinic benefits of cducalmg girls and to persuade peoplé of the intrinsic -
woith of - basic’ education, 'independent of economic returns. MOE: will , work *with
communications specialists and NGOs to develop an IEC stratcgy and prepare a plan for
im plementauon The ptan will identify the specific issues that ficed to bc addressed, the aititudes
aid behaviors that need 1o be changed, the target groups most crucial to eﬂ'eclmg such changes,
the essential messages that need to be c0nv¢yed to particular groups, the rmost effective means of
_ delivering these messages, the relative timing of each actiyity, and the costs.” The plan will also
include mechanisms for monitoring dnd evaluating the impact of the activities so that appmpnate
and timely adjustments can be made to the IEC strategy and its implementation.

'C. PROGRAM COSTS AND FINANCING

Program Cosis

1 3.25 TheGovemmenthasdeclared that FCUBE :sGhanasonlybasm education program All
ongoing and planned activities in basic ' education, whether financed solely from the

- goveritment’s own resources or with the assistance of donors, will be coordinated under the

FCUBE program Adherence to a common Qperational Rollmg Plan by the variolis supporting
agencies is thus ensured.

326 The totel cost of the ﬂrsi phase of the FCUBE program (1996- 20(}0) is currenlly
estimated to be about UssL. 35 billion. .This includes alt recurrent and development costs at
central, regional, district, circuit, school and household lewls, except the direct costs of prwalely
prowded schoalmg ‘A summary of the total program costs is shown in “Table 3-1 betow.’ The
- major activities under the three components’ ‘of the FCUBE program (gs described in para 3.2
3.24), which will be called “Besterment Acnvfues", are ¢stimated to cost about US$241.6
million, or.18 percent of the total cost of the progran. Other costs of the basic education sector.
over the first phase of the FCUBE progran, :ucludmg the projected costs of admmish'ation,:
teachers’ salaries, school operation and maintenance, as well as household spendmg and ongoing
donor-supporied projects, are estimated to be 2bout US$1.1 blllion, or 82 percent of the total
cost. The overall ¢osts of the FCUBE program will be reviewed annually as part of the joint
MOE/onor review of the PCUBE implementation plan, and will be adjusted by the MOB as
appropnate '

327 Of the cument éstimates of the total costs of the “Betterment Actwme Componem l
(Enhanced Quality of Teaching and Learmng) wilt absorb about 59 peroent, Component 2 -
. (Management for Efficiéncy) about ‘13 percent, and Component 3 (Improving ' Access and
Participation) about 28 percent. The' “composition of the costs of these thrée componems areK
summarized in Table 3-2 below. :
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Table 3.1, FCUBE Program (First Phase) 1996-2000
Total Progran Costs
(US$ million including contingencies)

Component 1996 | 1997 | 1998 | 1999 | 2000 | Total

Bellerment Aclivities . - : -

{; Enhanced Quality of TeachingA.caming 140 | 369 [ 362 ] 2241 319] 1414
2. Management for EMiciency - 1 1511044 :-955:20])] 39| 324
3. Improving Access and Participation d o7 48 ]:13.3¢ 210 280 678

1. - - Subtotal] TE7 | 52T 1500 S04 | 639 297 %
Other Basic Education Seclor Costs : 1 -

i. Administration and Support 154159 164 1697 17.5] 821
2. Teachers' Salaries ' 127.4 1134.2 |141.1 1 147.7 [1544 | 7048
3. School Operation and Maintenance Cost ~ § 55| 64| 73| 85| 99| A7
4. Private (Heusehold) Spendmg 449 | 469 | 49.1 | 51.6 ] 544 | 24721
5. Ongoing Doror-Supported Activitiés 2z 98] 03] 03] o03f 379

o Subtotal{ 7704 13757 13177 13357 (3563 7096
[Folal Program Costs (3366 {3653 |393.3 12755 |300.5 [13513

Source: MOE and Bank staff estimates.

3.28  The bulk of other basic education sector costs consists of teachers salariés, estimated at .
about 82 percent of total other costs. Administration and support takes up about 7 pércent and
school operauon and maintenance about 3 percent, while private (household) spending on
education Is about 22 percent, and ongoing ‘doior-supported projects in basic education 3.5
percent Administrative costs, including both salary and non-salary items, will be limited to a
fixed proportion of teachers’ salaries over the FCUBE program period, with increased spending
at the school level. Thé share of the tolal wage bill in total program costs is estimated to average
arouitd 50 percent over the program period, absorbing almost 84 percent of the annuai MOE
budget. The average salary for basic education teachers is estimated to increase in real terms by
two ‘percent annual!y, alfowing for relocation 2nd sevetance payouts and for incentives to
inotivate teacheis to improve their performance. Household contributions will continue to pay
for day-to-day outlays on transponahon meals, uniform, stationery and the like, as well as
augment district capacity in the provision and maintenance of schoo! facilities.

3.29 - Ongoing donor-supported projects in basic education include IDA’s PSDP (Cr. 2508-
GH), USAID’s PREP, and other aclivitles supported by ODA and UNICEF, These operations
will continue undér their original design or are being restructured to fit in with the overall
FCUBE program as appropriate. :
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Table 3-2. FCUBE Prograi 1996-2000
Yotal Costs of Befterment Activities
Loc¢al and Forelga Costs by Component

{US$ million)
- Comp_on'e_nt Local |Forelgn | Total |% Foreign
1. Enbanced Quality of Teaching/Lezrning . N o
. (a) In-Service Training of Education Personnel S| c2) 98| 21.0%:
() Pre-Servics Teachers Training s 10 f 267 ) s23%
- (€} Assessment/Evaluation of Student Performance 07| 09 | 15} 559%
(d) Provision of Instructional Materials . 3871 4171 865 ) SS2%

(e)’ Curiiculum Review and Dévelopment 05] 04 | :09) 461%

“subtosal] 663 | 6s.0.] 1254 | 519%

2, Management i’dr Eﬁi.c'lency : L : o
(2) Institutional/Organizational Analysis & Change | 124} 3.5 159 21.9%

{b) Staffing and Personnel Management 43 17 ] 61| 283%
- {c) Peiformancé Management 1.1 32 ] 421 M%
{d) Budgeting and Financial Management 04 06.] 091 603%.

(¢) District Capacity Building - 14] o4 i8] 200%

subtoral] 196 | 93 | 288| 321%-

3, _lﬁ pi'oi'lng Access and Participation

(a) Infrastructore Developmient and Maintenance | 22.8 | 221 | 449 49.2%

(b) Increasing Girls' Participation o 18] 65| 23] 200%

* {¢) Schooling Improvement Fund (SIF) ) 89 2.6 14 | 22.5%:

(8} Information, Educ and Communication (IEC) . 0.2 0.0 02| 200%

' : Sublotal] 337 252 | 588 42.8%

Total Base Costs _ T38| 995 | 2130 | 46.7%

'EPrice Contisigencies R S 88 18 | 1862 | -
‘Physlcal Contingencies ‘ 66 58 1124

[Total Costs of Betterment Activities - 1188 | 1128 | 2416 | d6.1%
Source: MOE and Bank staff estimates. - .

Program Financing

330  During negotiations, agreement was reached with the Government on the proposed
sector financing plan for the first phase of FCUBE (1996-2000), as shown in Table 3-3. The
Government of Ghana (MOE and Districts) will be the largest financial ¢ontributor (about 64
percent of total program costs} to the provision of basic education, both in recurrent and.
development activities. Contribution from the Government and communities (toether.
accounting for 83 percent of total program costs) will pay fof the costs of teachers® salaries and
administration and an increasing share of nom-salary recurrent costs. It will also bear an’
increasing share of the sector’s capital costs through budgetary transfers to the DACF.
Government and community financing capacity over the period 1996-2000 is estimated to be
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about USSL.1 billion. This impties a tota? financing need of about US$230 million for the
périod, to be met by contsibutions from a number of donor agencies which have indicated
interest in the program. ABout_USSS4 mitlion will be ret by resources already avaitable under
ongoing donor-supported - pm)ects,' including USS$1.5 million recently committed by the
UNICEF. Additional financing will be provided by 1DA under the BESIC (US$50 million),
ODA(UK) (US$23 million equlvalent}, USAID(USS53 million) and KfW/GTZ (US$25 million
equivalent). It is expected that othér donors (including the European Union, Japan, Norway and
the African Developm’ent Bank)} will come on stream to fill the gap of about US$25 million.

331 Donor suppoﬂ Dorior agencies wh!ch have been actwe pamcnpants in the preparatmn
stage of this prograni have expressed interest in suppomng its 1mplemenlauon USAID is
considering continuing its support for primary éducation through the provision of assistance
1argeted at pupil performance atid school management improverient in a designated number of
schools. KIW/GTZ (Germany) aré preparing to assist in the rehabilitation of TTCs and possibly
other aspects’ of institutional support. - This will complement ODA (U.K:Y’s long-standing
inferest in the professional training and cohtinuing eduration of keachers which it proposes to

continue with increasing focus on §chool-based trammg UNICEF’s éxpetience in community-
based education “activities will also cohtine, along with its programimed support for
strengthening * policy “and plannmg, rural girls® access to education and early childhood
developraent. Noiway {s interested in contnbulmg to gender equity initiatives. The European
~ Union (EU) has been providing some 50 percent of MOE’s non-salary recurrent budget on a
:maichmg basis. - This will continue through 1996, after which EU will consider an appropriate
form of future support. The Governments of Japan and Norway, and the African Developnmeént
Bank are among othér éxternal donor agencies likely to ‘commit their support based on the
commeon framework for FCUBE.

i 32 Acti\illes Financed by lhe Proposed IDA Credit (BES[C) ’Ihe proposed IDA Credit
of US$50 0 million equivalent will support in-service training of edueational personne,
provision of Instructional materials to schools, training and workshops for MOE/GES, DEOs and
SMCs to improve efficiency in niznagement, rehabilitation and construction of school facilities
to improve access and the teaching/leaming environment, and inmauvcs to encourage glrls '
pamcnpauon and commumly involvement in education and schooling activities. The leve) of
IDA financing of speclf' ¢ :tems and activities will be rewev.ed annually as part of the
govemment/donor revxew process (para. 4.13).

Program suslainabiliiy

3.33  Recurient Cost Implicatwns Implementing FCUBE will have an impact both on the
ongoing and betterment activities.’ Preliminary citimates suggest that; excepl for an increasing
demand for the supply of mstmcuonal materials, the costs of continuing the betterment activities
of the FCUBE program in the second phase (2001-2005) will be significantly lower, about 40
. percent of the costs during the first phase. The average rate of growth of teachers’ wage bill is
_ projected to be slightly fowered -- from 4.9 percent in the first phase 10 4.7 percent in the second
phase. MOE " will- regu!ariy monitor the recurrent’ cost implications during - program
:mplementauon The simufation modet developed for the FCUBE will be used to analyze
different scenarios to cope with ‘any deviations from ‘the base scenario. Adjustments will be
“made if necessary to the composition and structure “of lhe program in the annual joint
-donot/MOE reviews, ‘based on agreed performance indicators. :



Table 3-3. FCUBE Program 1996-2000

Fisancing Plan

(US$ million)
. 1996 |. 1997 | 1998 | 1999 | 2000 | Total
FCUBE Program Costs _ R T E o
1. Betterment Activities = 16.2 821 ] se0 ] sS04 639 241.6

2. Other Basi¢ Education Sector Cosis | -2204 | 2132 | 2142 }. 2251 | 236.5 | 1109.6
' To!a!FCUBEProgramCom ‘2366 | 2653 2232 ) 2955 | 3065 | 13512

- ISources of Financing _

I Ghana . . YO IR R §
-(@QyMOE - . 1514 158. 9 11669 1 1752 | '184.0 8364}
(b} Distiict . ss| 64| 3| ces| esp:osia)

{c) Community/Parents S 449 | 469 ] - 49 516 544 § 2469

_ Subtotal] 2008 | 2122 | 2233 | 2353 2483 | 11209
2. Ongolag Donor Finoncing ' : S

' () IDA (PSDP) 8 230 180 se | ' . 4'6':.0
_{b}USAID (PREP) 50 o : 50
(c)ODA : _ s : B L N ST B
(d) Unicef 0.3 63 03} 03 03 LS

Subtotoll  29.8 183 53 o3 0.3 $4.0
3. Proposed Donor Financing

(a) IDA (BESIC) A ] Ces| N3} wal o147 | %00
() ODA (UK) : b se 80| so] 20] 230
() USAID , 100 30| so| 150} 530
{d) Germany (KIW/GTZ) 1 so{ w0/ 100 250

(e)Othen(tobedetenmned) ‘ - B B

" Subtotal]. 50| 348 | 423 3nr| 37| 150
o : - Total Finencing| 2366 | 2653 |° 2709 | 2727 | 1 280.3 | 13158
Financing Gap®™ 06 00| a3 28| 00 | -253

‘Source: MOE and Bank siaff estimates.

Reflecting lhc undisbursed baldrce as of Janua.ry I 1996 ofuhlch aboul USSI{} rmihon witl supporl sofe ol'

the “Beitesment Activities” of the FCUBE program consastmt with the ochcl ives of the PSDP project, snd the
rést wil continue fo support ongoing activities in basic education,

The European Union, Japan and Norway are expected to support the program and contribute to fillthe gap.

3.34  The Government's commitment to FCUBE is solid.- In its Letier of Basic Education
Sector Development Policy, the Government states that it will sustain the current budgetary
commitment to the basic education sector and increase non-salary recurrént outlays annually by
an agreed percent in real terms for the duration of FCUBE. The Leiter also affirms that
MOFE/GES has the asthority to deploy pessonnet and financial resources within the education
sector, and is fully accountable for the proper management of these sesources.: To gain national
consensus and support, MOE/GES has been, and will continue, consulting wnh parhamenlary
members, other ministries (in’ particular MOF, MLGRD 2nd OHCS), regional and dxstmt GES
stafY, district authorities, and school snd community representauves
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335  The FCUBE program is based on the undeistanding that quality i umprovcmenl is essential
to obiain parental support and hence enroliment growth. In turn, community pammpahon will
contribute to the improveiment of teaching/leaming ouicones.

336  Financial Sustaldability. The program is desugned o attain its objectives within the
agreed financial framework, which requires the govemment to maintain its present level of fiscal
commitment to basic education. Quality basic education needs minimum essential inputs to be
in place at the school level. As for the subsectoral salary envelope, MOE’s budget allocation
needs 1o allow for a modest pace of growthi 1o accommodate system expansion and rewards for
excellent performance while at the sinie time ensuring that the share of spénding on non-salary
Jitems increases over time,. The Government's policy decision to increéase non-salary expenditure
by 10 percent annually in real terms will make the budget structure moré robust and efficient in
“contributing to the improved service.: The share of teacher salary expenditure within the MOE
" recurrent budget will gradually décline over the program period, keeping the compound effect of
- annual increase in the number of teachers and their average salary below the projected pace of
annual MOE budget Increases (see Annéi 3.4),

3 37 “For ¢apital spendl_ng : the tgsponssbihly principally of district authorities - an increased
" transfer of funds from the central govermeént will be essential, especially for those districts with
severely limited resource mobxhzmg capacity. The DACF, for which the Government is
mandated to secife $ percent of national 1ax revenues, is the only central transfer for most
districts. If the financing gap for capual expendifure is to narrow appreciably, spendmg on basic
education infrastructure will need to increase annually by 20 percent on average in real terms.
This implies that by the year 2005, average DACF spending on basic education will need to
teach 40 percent

4. PROGRAM IMPLEMENTATION -

A, PROGRAM PREPARATION

41 MOE-Coordinated Preparation. A Jonnt MOE-donor forum was set up in August 1994
to facilitate preparation of a sector-wide program to support the FCUBE objectives within a ten-
year time frame.” USAID, ODA, EU, UNICEF and the Bank have been active members of the
forom. ~ KAW/GTZ and JICA sre also keenly interested in the sector.” Sector analyses were
carried out jointly by govemment and donor teams. The key issues were discussed in a series of
workshops involving staff in relevant depanmenls of the MOE, specialists from Ghanaian
universities and research institutions, as well as representatives from donor agencies. The results
of the analytical work and discussions have been incorporated into the FCUBE program
documents prepared by the MOE. It has been agreed among MOE and donors that the FCUBE
program will cover the éntire basic education (primary and junior secondary) subsector and will
include afl ongeing and planned activities. The program wili be implemented within a strategic
* framework and 2n ope;atlonal rolling plan. - All support for basic education must be offered

within these parameters BESIC will be IDA's conlnbunon to FCUBE for the four year period
1997-2000 :
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42 Parilcipalory Approach. Local stakeholders and beneficiaries will take the lead | in the
implementation of FCUBE, while donors Will provide technical support and financial assistance.
A sense of local ownership and commitment to the program wiil continue to be ensured throligh
systematic client consultation and consensus bmtdmg, and through specific program activities
desngned to encourage active community participation in education and school managesiént, -

B. Pk’ocmm MANAGEMENT AND COORDINATION

43 Smcc the FCUBE is a sector-wlde program for basic ¢ducation,’ mzpiemenlanon witl
represen! a major part of the regular work of the MOE/GES over the next 10 years, and will
require the active involvement of all opetational and suppoit’ divisions wnthin MOE/GES.
Program management: and: implementation responsnbslny, therefore, witl be 'vested in the

. majnstream management structurés of the MOE/GES, The Minister and top management of

- MOE/GES ‘will be ultimately responsible for the achievement of the goals of the FCUBE
program, and will draw upon the expertise of a Senior Management Team compnsed of heads of
divisions. This management team will review progress against key indicators annuaily, feview
ahd apprové the annual program at the beginning of each year and monitor progress quarterly.
The Special Assistant lo the Minister o FCUBE will facilitate the transition from a conventional

“*project” niodel to the "integrated sector program approach desctibed in paragraphs 4.4 - 4.6
below. .

44  The govemance for the progiam wn!l be provided b)' an Irnp!ememaaon Overview
Committee (10C) which will be answetable to the Minlster of Educationt and on ‘which major
stakeholders will be rcpresen!ed The I0C will meet regularly 1o coordinate the varlous reform
and decentralization initiatives, both within the education sector and in the broader public sector.
The 10C, comprising members drawn from the MOE/GES Management, MOF, MLGRD, NIRP,
CSPIP and GNAT, will be set up prior to Board presentation. A Consultative Panel, chaired by
the Minister of Education and consisting of selected members of the IOC and pasticipating donor
representatives, will review past and proposed ses of resources under the FCUBE program The
Panel wilt meet on a six-monthly basis, with a July/August meeting consututmg the major annual
review. .

4.5 . Day-to-day administration of each componeht of the FCUBE program will réquire the
contnbuuon of furictional specialists (e.g. in training, curiculum, personnel,: log:sncs) drawn
from different” divisions ‘and ‘units of the GES. Special organization and management
arrangemems will be introduced 10 ensure that program activities are well coordiniated. With this
in view, the MOE has alr¢ady appointed a Deputy Director-General of the GES as the FCUBE
Coordinator. His overall role will be to coordinate the work of functional spcc:ahsts around the -
needs of individual components and to participate in the quarterly program reviews conducted by
the Senior Management Team. The Coordinator will havé the authority to review annual
component and sub-component work plans, to opera!e Systems of control, to convene monthly
_ progress review meetings and to negotiate’ changes in staffing, schedules. and work plans as
necessary. The staff involved i in implementation would be idéntified by their managers to wosk
on specific program activities.” Nonetheless, they would retain allegiance to their mainstream
division which would retain authority for their professionat development, promotlon, distipline
and appraisal of technical competence. ~This arrangement will enable the Coordinator to use’
fully the téchnical capacity of eiisling GES divisions and wnits.. The outline management
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structure for the FCUBE prograin which teﬂect's these organizing priniciples is set out in Anhex
] T .

‘4.6 Because of the complcx:ly and size of the | program, the Coordinator will be suppotted by
a core group of staff in the FCURBE Secretariat, The initial composition and staffing of the
FCUBE Secretariat was discussed during negotiations and staff appointments are expected to be
niade wilhin the next few months.

4.7 - Under these sh-englhened management arrangerments, lhe Profect Management Unit
(PMU) will provide technical services in procurérient, dccounting and disbursement, especially
‘as these relaté to the "banking businéss” relations with JDA and other donors, In line with this
revnsed role, a joint Govemmentfdonor review of the stafﬁng in the PMU will be undertaken, to
ensure that adequate fechnical support will bé provided to the management of the FCUBE
program al both the headquarters and district levels. : :

48  The FCUBE program will prowde the ovetall basis for the coordination of donot activity
and support for basic education. Since the FCUBE Secretariat has the full knowledge of FCUBE
component and sub-component plans and their associated resource requirements, it will also be
the focal point for mobilizing donor support. The Coordinator and his staff will, with support
from the Special Assistant to the Minister on FCUBE, liaise with donors on new fundmg to meet
' identified resource gdps as well as provide regular reposts on ongoing support.  These repotts
would contain information oh procurémeént status and financial disbursement generated by the
reconstituted PMU. .

49 District D:reclors of Ea’uca:ion will remain answerable dlreclly 1o the GES Duector-_
General for the achievement of identified prograim Indicators which relate 10 FCUBE. - As
decentralization proceeds, the DEOs will be strengthened fo camy out their assigned
respons:blhues for supervising schools, providing support 0 in-service teacher education and
- assessing pupil-teacher performance. Since these responmbahhes constitute core activities in the
FCUBE program, they wiil also need to be programmed in accordance with its objectives and
priotities. Accordingly, District Directors of Education will set objectives and prepare detailed
annual plans and budgets, which wilt be reviewed by the Regional Education Offices acting on
_ behalf of the headquarters of the GES. They will also need to coordinate this work with the
~ District Assemblies, which are legally mandated to oversee all schools within their jurisdiction.
: Headteache:s and SMCs will be consulted en their priorities during plan and budget preparation
at the district level,

" C. PROGRAM MONITORING, REPORTING AND SUPERVISION

430 Since the FCUBE is a sector program for which the mainstream MOE/GES is
responsible, the monitoring and reporting arrangements for donors and other key stakeholders
will be a subset of those which the MOE/GES i-equires for its internal management purposes.
Monitoring will examine achievement and ptogress in relation to the identified program success
indicators, component and sub-component performance indicators, and activity plans which
would be made publicly available, It would, therefore, take place at a number of different
management levels from headquariers to the school level. For instance, SMCs would be
invotved in monitoring teacher/pupil altendance and school achievement.
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4 11 Under the management ~component,: strengihened procedures for  reviewing
divisionallunit work p!ans would bs developed and unproved management information systems
introduced 10 support the monitoring tequirements at all levels of management. In addition, the
introduction of more efficient management strictures will ensure that retevant information is
transmitted direcily from district to headquarters level,

432 A regular program planning and momtonng cycle would be eslablished fot FCUBE

linked to the Government's budget preparation process as well as p!ans for the vest of the

education sector. During the year, - those organizational units and - individuals assigned
responsibility for implementing specific FCUBE sub-components and activities (.. {nservice
~ training, ¢lassroom construction, staff rédeployment) would submit tegular progress repons to
~ the }CUBE Secretariat, - As appropriate, these reports would also include information on district-
-~ based activities. The FCUBE Coordinator and his staff will take into accouint the imptications of -
these reports in updating the implementation plans “These réport iipdates would, therefore,
- provide the basis- for senior managemént’s review of implementation progeess against key
- performance indicators in the Operational Plan. The decisions taken at this review would be
used as a basis for préparation of materials for reviews by the Coasu!talwe Panel (para 4.4).

413 Durmg negouatmns. it was agreed that there would be semi-annual review ‘meetings
convened by the Government with the Consiultative Panel, in January/Febiuary and June/July
each year. The January/Febiuary meeting will focus malnly on the overall program performance
in the preceding year based on the progress report updates (para. 4.12). Constraints to effective
program iniplementation will be identified and amendnients to the Operational Rolling Plan will
be made as necessary. The lunefJuly meeting will focus on forward planning and financial
commitments for the coming year, drawing upon discussions in the January/February meceting
and implementation performance in the subsequent months, The Juae/July 1998 meeting will
conslitute a mid-term review of the program. Donors and other stakeholders will be provided
progress report updates at least orie month prior to éach review méeting, and will receive, prior
(o the end of September each year, a draft forward implementalion plan and birdget. This plan
and budget should reflect all costs and sources of financing for the éntire education sector, in
-~ particutar the basic ‘education subsector, aiid should include spct:lﬂc medsures to ensure that

adequate resources will be allocated at the district level for the prov1s:on and mamtenance of
school facilities. Do

D. PROCUREMENT

4.14 IDA financed activities will fully follow IDA Procurément Guidelines (January 1995 '
edition). - The procurement methods are described below and summarized in Table 4-1.

summary procurement schedule for key activities has been prepared (Annex 5-5) and a much
more detailed schedule will be included in the Operallonal Rolling Plan.
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4.15  Civil works: (BESIC 'suppoits US$13.6 million equivalent). . Civil works financed
wnder IDA include:’ schabilitation of existing school facilities, new classrooms, and housing for
feachers. Contracts will be packaged in lots of at least US32 million equivalent to attract
‘international competition under ICB. Lots that carinot be grouped into such bid packages and/or
are unlikely to attract competition from foreign bidders will be procured through National
Competitive Bidding (NCBY), up to an aggregate of US§8.4 million equivalent. - A number of
contracts which will require labor intensive manpower and/or use of NGOs and local labor may
be procured in ‘accordance with procedures acceptable to IDA. These are mostly small
construction (works ‘such as toilet facilitics and storage) and rehabilitation works valued al
" US$100,000 equivalént or less per conlract, up to an aggregate amount rot to exceed US$1.4
miltwn .

416 Goods. (BESIC supporis US$10.1 million equi_vélem).’ Goods'ﬁnanéed under iDA
would include niainly roofing materials for classrooms, instructional materials, vehicles and
miscellancous equipment {e.g., coinputer systems and othér equipment for education offices arid
school wo;kshops). " Goods valued at US$250,000 or more per contract would be procured
thiough ICB using the Bank's standard bidding documents, Goods which can be compelitively
. procured nationally and which cannot be grouped into bid packages of at least US$250,000
equivalent each will be procured through NCB under procedures acceptable 1o Bank.  In
. apgregate these will not exceed US$4.0 million equivalent. Small items and goods which casinot
be grouped into bid packages of at least US$50,000 cquivalent will be procured on the basis of
price quotations (Nationa} Shopping) obtalned from at least three reliable suppliers, provided
~ that the aggregate amount of such procurement does nol exceed a tolal of US$1.2 miltion
- equivalent. Limited Intemnational Bidding (LIB) may be used for the procurement of specialized
cdicational goods such as didactic material, software and equipment, for which there is only a
“timited number of suppliers to justify open advertisement for the contract, Bids for contracts
estimaied fo cost less than US$$240,000 equivalent, up to an aggregate aniount not excesding
US$500,000 cquivelent, will be sought from a list of potential suppliers. Proprietary educationat
software, spare parts and other small items which ere costing US$400,000 equwalcnt or less in
the aggregate, may, with IDA’s prior agreement, be procured by direct contracting in accordance
“with IDA proceduces. Local practices for NCB have been recently reviewed by IDA and found
acceptable. They will include: (a) explicit statement to bidders of the evaluation and award
criteria; (b) local advestising with publi¢ bid opening; (c) award to lowest evaluated bidder; and
(d) foreigh bidders would not be precluded from pamcipatmg in NCB. ' Government has
confirmed the abovc NCB principles,

4.17 Services (BES[C suppons US$22 m:lllon equivalent), Consultanis financed by 1DA
will be contracted in accordance with IDA’s Guidelines for the Use of Consultants (August
1981). " The consvltancy services required under the project will be mostly for project
mp!ementallon and supervision, surveys and research studies and for architectural and
engincering sérvices. Draft terms of réference for major consulting services have been prepared
and details are included i in the Operational Rolllng Plan,
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Table 4-1,  Ghiana FCUBE Program (1996-2000) Betterment Activitles

Procurement Arrangements
(USS$ million)

~ Categorles oi‘:Eipendiéuée ICB LiB NCB | Oiher | NIF® Totsl
L Civil Works | 90 | s | 566 | 703
2.9 (8 4) 1 a4 ' (12.7)
2. Goods® - 34 06 | 44 f 13| 979 108.1
: (3 3 (9 3 (1.0 (r.6) T (9.2}
3, Operating Costs® for . _ ‘ : ‘
(») Stafl redeployment : ' R B 24 4.5
. . - 0} | : Q.9
®)Others -+ - | | | oas | s2 Y
. - . o @2 ' 2
4. Consultants’ services/Studies - :_ 22 . 44 6.6
' . B [rvs3 : e
5, Training ' ' 123 | 1es |38
_ ] : | a2 (12.3)
5. Suppoit for Schoo! Improvem ent®| - -1 107 109
. : 9.9 L (94)
[OTAL " 66 | o6 | 135 | 369 | 1561 | 24n6
Of which fisanced by BESIC ©» | 08 | oz || ©o (50.0)
Notes: “ Notfi nanccd tinder the proposed 1DA Credit fot BESIC." However, ihe ongoing ané:y School

" Program which sre ¢onsistent with its objectives, and will use ICBAIB or othu pmcuremcnl
methods as appmpnale .

Ag.grcgates for dum ccntmung of goods are included under the *Other columa.”

Dievelopment Project (Cr. 2508-GH) will finance soiné of the Belterment Activities in the FCUBE

id

2

Includes éosts assotiated with the redeployreat of MOE/GES staff, ahd incremental expenditures
tncurred for the carrying out of he Project for travel allowances, office comminication, minor
office cqulpmcnl and sipplics, utitities, fuel, vehicle md cquipment maintenmcc

Includes in-service training of education persoanel (tcache&. hcadtcachc:s. cireuit supnvnsors.
district education officers, education planning and budgeting officers at MOE headquarters and
districts, cte.) to Improve pedagogical and management skills; training for members of SMCs, .

disirict assemblies, etc. to strengthen school-level manegement; training for alf levels of educstion.
administration to adzpt to changes in the process of decentralization; some oversezs training for
specific technical skibls in data raanagement and policy planning, etc.

Mainly sctivities that may be inchided under the Schooling ]mp{ovcm-:n! Fuad {para. 3.23).

4,18  Procurement Arfangements. Procurement management and execution will be closely
monitored by IDA. Construction works will be supervised by expenem:ed project engineers or

technical

specialists financed by 1DA. For school construction, rehabilitation and saral) works _ -
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payment will be made to coniractors only ‘when the work is completed according to
specifications. Oaly for major works will mobilization advance be given and this will not
exceed 20 percent of the contract yalue, Procurement will be carvied out by experienced staff of
the procurement section of the PMU which will liaise with the MOE/GES unifs for handling all
matlers related to the preparation, implementation and monitoring of work plans for the smooth
execution of procurement of atl works, goods, and services, including the preparation of bidding
documents, launching of tenders, evaluation, and reporting the results to the government and 1o
1DA for review. During negotiations, agreémient was reached with the Government on adherence
to the schedule for key procurement steps in Table 4-2, in order to expedite project
implementation. '

Table 4-2. Timétable for Key Procureinent Steps

From Bid Cpening 16 Completion | From Govemment Approval o
or Official Submission of Bid IDA’s No Objection of Bid
. : _Evaluation Reports to IDA_ - | Evaluation to Contract Signing
Goods under US§250,000 1" 30 days ' -

30 days .
Goods over US$250,000 60 days 30days :
Works Under US$250,000 ~ 48 days 30 days |
Works over US$250,000 . 60 days 30days
Consulting services “30days _ 30 days

4.19  In addition, adequate records on procurement progress, including stafl" reports on site
visits, the timing of works and goods procurement, and compliance with agreed methods of
procurentent will be maintained by the PMU and will be reviewed as part of the routine project
monitoring by the MOE. ' ' '

- 4.20 A project launch workshop will be erganized by the Government and IDA shortly after
Board presentation with the assistance of PMU stafl. This workshop will be attended by staff
from all project enfities, deal with all aspects of project implementation, and especially
concentrale on procurenient, disbursement, monitoring, and reporting. A final version of the
- Opertional Plan of the FCUBE program witl be circulated at the taunch workshop.

-4.21: Bank Review. Prior review by IDA would be required for procurement of packages of
works and goods which exceed US5250,000, of conisultant sérvices to fitms of US$100,000, and
- to individuals of US$50,000. Alf terms of reference for corsultants, sole source consultancies,
assignments of ¢ritical nature, and aniendments fo consiltants contracts raising the contract
value above the aforementioned amounts will be subject to IDA's prior review. Post review of
procurement actions will be given special care by IDA and will include, as additional to Bank
- supervision missions, selected review by Third Party verificiation firms.: The Bank's Standard
Bidding Documents will be used for works and goods procuied under ICB arid for consultarits.
NCB documents for works and goods will be cleared with DA as part of the Operational Plan,
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