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Products of Workshop on



Introduction
Responding to the request of the government of Nepal to assist and promote Non-Formal

Education, Japan International Cooperation Agency (JICA) sent the first mission in April 2003 for the

basic study. Following that, the second mission was sent in the end of May for the purpose of collecting

complementary information and data to formulate/appraise the project.

According to the mission purpose, the workshop on Organizational / Institutional and Problem

Analysis about Implementation of Alternative Schooling Program was jointly conducted by Non-Formal

Education Centre (NFEC) and JICA at the Hotel Orchid on June 2 –3 in 2003.

Objectives
To identify the problems of existing Alternative Schooling Programs and effective strategies to

improve implementation of Alternative Schooling Programs

To identify the organizational/institutional characteristic of NFEC and possible strategies for

future activities

Workshop Method 
Problem analysis is done by making Problem tree developed from ‘a core problem’ to extend 

education among children from disadvantaged social group.

Organizational diagnosis is done by using IOM (Integrated Organizational Model) and

Institutiogramme. With these methods, participants are able to identify various actors and factors and

their influence with organizational performances.

Strategic Orientation is done with SWOT (Strengthening/Weakness Opportunity/Threat Analysis). 

This method helps participants to think strategic planning using both internal factor/actor

(Strengthening/Weakness) and external factor/actor (Opportunity/Threat).

Results of all these methods can be integrated to build the comprehensive and strategic view.

Participants
Staffs of NFEC and concerned government officials from MOES, DOE, DEO, etc (See Annex 1)
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Schedule of Program 
DAY 1
Morning Session 

Welcome address

Brief Introduction of mission

Self-introduction of participants
Closing of inaugural Session & 
(Tea Break)

Part 1 Institutional 
Analysis

Introduction of the Tool of
Institutional Diagnosis
(Institutiogramme)

(Lunch Break)
Afternoon Session 

Group Work (Making
Institutiogramme)

(Tea Break)

Presentation/Q&A
Remarks

Hari Bol Khanal (NFEC) 
Haruko Kamei (JICA) 
Krishna Lamsal (JICA) 

Mutsumi Tsubouchi

Kedar Chandra Khanal 

Time
10:00-10:30

10:30-10-45

10:45-11:00
11:00-11:15

11:15-12:30

12:30-13:30

13:30-15:25

15:25-15:35
15:35-16:00
16:00-16:15

DAY 2
Programme
Morning Session 
Reception with breakfast
Part 2 Problem Analysis of 
Alternative Schooling Program
(ASP)

Introduction of the Tool of 
Problem Analysis and 
setting a core problem
Group work

(Break)
Presentation/Q&A
Remarks

Part 3 IOM (Integrated
Organizational Model) 

Introduction
Making IOM 

(Lunch Break)
Part 4  Strategic Orientation

Introduction
Voting to choose each 5
Strength, Weakness,
Opportunity and Threat

Group discussion
Presentation and Q/A

Diagnosis remark from JICA Study 
Team

Closing remark

Toshiko Shimada

Kedar Chandra Khanal 

Mutsumi Tsubouchi

Mutsumi Tsubouchi

Toshiko Shimada
Mutsumi Tsubouchi

Kedar Chandra Khanal

Time

8:30-9:00
9:00-9:15

9:05-9:35

9:35-11:00
11:00-11:10
11:10-11:40
11:40-11:45

11:45-13:15

13:15-14:00

14:00-16:30

16:30-16:40

16:40-16:45
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Part 1: Institutional Analysis

In the beginning, the basic question for analysis was identified as follows: “How to improve

Alternative Schooling Program (ASP)?” The participants of the workshop were divided as two groups

and identified what kinds of external organizations exist, and what the relationship between NFEC and

those organizations is. The participants visualized the institutional setting of the intervention for ASP by

allocating the cards on which each name of relevant organizations. The result of visualization is called

an institutiogramme indicated below. In an institutiogramme, the participants identified different

relations as follows:

hierarchical lines: who gives orders to whom

cooperation: who cooperates with whom,

operational: who provides inputs/services to whom and 

financial: who finances/pays who.

Figure 1: Institutiogramme1

1 In the workshop, the participants were divided into two groups and made each an instituiogramme respectively. Since the participants discussed based on this institutiogramme, it

is presented in this report.
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Further, the participants discussed each relation from the positive and negative aspects in order to 

improve ASP. The results of discussions are summarized below.

Financial Relation

The basket fund from donors to MOES/NFEC is so important and needed for the basic question.

However, it is complicated and creates dependency to some extent.

The direct fund from donors to NFEC is less complicated and appropriate in terms of timing of

provision. On the other hand, it may also lead to the fact that NFEC depends on such external

resources.

The financial flow from DOE to NFEC is negatively identified. It is a longer process than before.

The amount of allocated budget is sometimes uncertain.

The financial flow from NFEC to DEO is considered as a well-known and controlled process for

NFEC. However, it is sometimes delayed, which may negatively affect ASP.

The financial flow from DEO to facilitators is the provision of remuneration. It is in time and 

transparent. However, it can be insufficient in terms of amount of remuneration for facilitators,

which may negatively affect ASP.

Operational Relation: 

The inputs/services provide from the facilitators to beneficiaries are negatively considered in 

terms of quality of program.

The inputs/services from local supervisors to facilitators vary from place to place.

The inputs/services from Resource Center (RC) to local supervisors also vary from place to

place.

The inputs/services from RC to school are characterized by less active, less creative and less 

progressive.

The inputs/services from DEO to RC are not fully utilized. 

The inputs/services from DEO to NFEC are feedback about relevant information and data 

regarding ASP at different districts and suggestions extracted from the field experience, which

can be useful for policy making of ASP. On the other hand, NFEC has less influence on DEO

program.

The inputs/services from Regional Education Directorates (RED) are comprehensive

information and data of ASP, which enables NFEC to monitor them easily. On the other hand,

these data and information provided by RED are not fully utilized in NFEC. 

The inputs/services from NFEC to MoES are also feedback and suggestions extracted from the 

field practice of ASP, which can be helpful for policy making of ASP.
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Part 2: Problem Analysis

Problem analysis began by selecting a core problem i.e. Children (aged 6-14 years) cannot go to

school. The participants of the workshop were divided into two groups and visually organized “cause

and effect” relationships of the exiting problems related to the above core problem. Group 1 analysed

the problems the children and their family face while Group 2 focused on the problems of the supply 

side.

The major discussions were presented below.

The problems the children who cannot go to school and their family face can be classified as 

economic, educational, social/cultural, and physical/geographical causes. 

The problems of the supply side are mainly identified as follows: facilitator’ training/selection,

management/operation of program, facilities/materials and programming.

In particular, inadequate quality of training of facilitators, insufficient coordination among the

relevant stakeholders of ASP, and inappropriate selection of target areas/target groups of ASP 

are pointed out. These issues can be target of institutional development in the future

intervention.
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Part 3: Integrated Organizational Model (IOM)

In the beginning, the basic question for analysis was identified as follows: “How to improve

Alternative Schooling Program (ASP)?” as same as Institutional Analysis. 

The participants of the workshop identified 5 external components: mission, output, input (these

three are internal factors but strongly related to external components), general

environment(Factor-indirectly related to the programme) and specific environment(Actor- directly

involved in the programme) and 6 internal components: strategy, system, management style, structure,

personnel and culture for Integrated Organizational Model (IOM) of NFEC. Both positive and negative

aspects were considered and allocated.

The major findings are indicated below.

Regarding Mission, Inputs and general environment (Factors), positive cards are identified. In

other words, there is high legitimacy of NFEC. 

However, these positive cards are not currently utilized by NFEC to produce positive outputs.

Particularly, the outputs produced by NFEC are less likely to meet the needs of target groups.

Compared to general environmental components (Factors), a number of problems are identified

in 6 internal components and the specific environmental components (Actors).

The specific environment (Actors) is characterized by many difficulties, which may influence the

performance of organization for this programme.

With regard to structures, lack of coordination among different NFE programs as well as

different actors is particularly pointed out.

Although the strategies are well defined and clearly articulated, they do not fit with the local (In

fact the part of ‘Actors’) needs. 

The style of management is recognized as flexible and quick. At the same time, the traditional

and directive decision-making style is identified.

There are staff training opportunities in NFEC. However, staff motivation systems are far from

satisfactory.

Organizational culture of NFEC is considered to be rigid somehow. On the other hand, the

working culture within the organization is pointed to be inconsistent.

Problems with systems in NFEC are too much emphasis on procedures and difficult to share and 

adopt the vision of local communities as well as the local reality at the field level. These

problems are shared in ‘strategy’ and may hinder efficiency of the activities of NFEC. 
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Figure 3: NFEC integrated Organization Model (IOM) 
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Part 4: Strategic Orientation (SOR) 

Based on the IOM, the participants of the workshop voted to choose 3 strengths and 4 weaknesses

from mission, input, output, and 6 internal components, and 4 opportunities and 5 threats from

external factors and actors 2 . The participants selected these elements from the perspective of

improving ASP and visualized them in the Matrix of Strategic Orientation (SOR). SOR is a way to 

combine strengths, weaknesses, opportunities and threats in order to make a number of strategies

from which a choice can be made. Two different strategies can be made as follows:

1. To grab an opportunity by utilizing strengths and by removing weaknesses

2. To reduce a threat by utilizing strengths and by removing weaknesses 

The participants used the SOR Matrix and voted each five options in which strengths can be used

in order to grab which opportunities or to remove which threats, and which weaknesses should be

reduced in order to grab which opportunities or to remove which threats. The SOR Matrix is shown

below.

The highest scores of strengths or weaknesses were selected. Since ‘networking of NFE at local 

level’ and ‘coordination among different NFE programs’ were similar, both cards were combined as one 

strategy of strengthening coordination among NFE programs. For making other two strategies, ‘weak 

monitoring mechanism’ and ‘experienced staff in NFEC’ were selected. 

2 For a SWOT analysis, each 5 strength, weakness, opportunity, and threat is selected. Since weaknesses and threats
were more identified than strengths and opportunities in the process of developing IMO, more weaknesses and threats
were selected than strengths and opportunities for the SWOT analysis in the workshop.
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The participants were divided into three groups and formulated tentative strategies. The results of 

tentative strategies were presented below.

Group 1: Strengthen Coordination among NFE programs 

Activities Operational level
Option

1
Orientation program for personnel (targeting different stakeholders) NFEC, DEO, RED, RC, 

School, Local
supervisor, Facilitator

Organize short courses on NFE personnel NFEC, DEO 

Organize activity for sharing experience NFEC, DEO, RED, RC,
School, Local
supervisor, Facilitator

Organize annual program review meeting NFEC, DEO, RED, RC,
School, Local
supervisor, Facilitator

National workshop to be conducted at central and regional level NFEC, DEO, RED, RC,
School, Local
supervisor, Facilitator

Option
2

Develop “Information Kit Bag” for personnel involved in NFE NFEC

Production and dissemination of annual report NFEC

Develop annual pan and guideline NFEC

Option
3

Organize combined exposure visits of NFE programs NFEC, DEO, RED, RC,
School, Local
supervisor, Facilitator

Regular visiting to lower level for sharing experiences NFEC, DEO, RED, RC,
School, Local
supervisor, Facilitator

Option
4

Form coordination committee from central level to district/grass root
levels

NFEC, DEO, RED, RC, 
School, Local
supervisor, Facilitator

Group 2: Strengthening Monitoring Mechanism

Activities Operational level
Clarifying job specification NFEC, DEO, RED, RC, School, Local supervisor,

Facilitator

Dissemination of job specification NFEC, DEO, RED, RC, School, Local supervisor,
Facilitator

Capacity building to perform the specified job NFEC, DEO, RED, RC, School, Local supervisor,
Facilitator

Provide necessary materials for monitoring NFEC, DEO, RED, RC, School, Local supervisor,
Facilitator

Reporting and report analysis NFEC, DEO, RED, RC, School, Local supervisor,
Facilitator

Develop monitoring plan NFEC, DEO, RED, RC, School, Local supervisor 
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Group 3: Utilizing Experienced Staff in NFEC 

Activities Operational level
Develop policies for planning and implementing NFEC, DEO 

Develop strategies based on policies NFEC, DEO, RED 

Review existing policies and strategies in a national workshop NFEC, DEO 

NFEC to prepare a report for policy and strategies NFEC, DEO 

Initiate in reforms of policy and strategy through MoES decision NFEC, DEO 

Develop package for training and orientation NFEC, DEO 

Provide orientation and training of need assessment of target group to DEO
staffs

NFEC, DEO. RC 

Prepare master trainers by NFEC NFEC, DEO 

Conduct training for trainers (Improve the existing training in terms of 
frequency and duration)

NFEC, RED 

Strengthen existing training for facilitators NFEC, RED 

Initiate involvement of local government and DEO staff for selection of centres
Develop monitoring and evaluation guidelines for local supervisors 

DEO, RC, local
supervisors

Conduct workshops for local supervisors RC, local supervisors

Make monitoring visit to Alternative Schooling Program RC, local supervisors

Make evaluation reports for the program RC, local supervisors,
Facilitator

 Comments 
1. The two-day workshop on Organizational /Institutional & Problem Analysis about

‘Implementation of Alternative Schooling Programme’ successfully came to an end. The

participants actively discussed the existing problems regarding implementation of Alternative

Schooling Programme by focusing on organizational and institutional aspects, which might

contribute to providing a good basis for further implementation.

2. Although the participatory workshop tends to be subjective analysis, it is sure that this 

workshop assisted in generating consensus among the stakeholders and promoting a sense

of ownership of the government’s Alternative Schooling Programmes among the key

stakeholders such as the staff of NFEC. At the same time, the findings of this workshop will

help to design the framework of the coming project to be implemented by NFEC in

collaboration with JICA and ensure the educational opportunities to children who, for various

reasons have difficulty in attending formal schooling.

3. Organizational/Institutional Analysis workshop would be also useful at DEO level to build

their ownership for this programme. Therefore it is recommended that such a workshop be

carried at DEO during the implementation of the ASP programme or the future project in

collaboration with JICA. 

4. The organizational/institutional situation tends to change by time. It is recommended that

the organizational/institutional analysis be used as monitoring/evaluation tool from time to

time and be adjusted to the further ASP programme to make its operation effective.
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Mr. Choman Singh Basnyat (Secretary of MoES) expressing his

expectation for the workshop in the Inagural Session.

Participants actively discussing and making an Institutiogamme

.Participan s visualizing an Institutiogramme based on the group

discussion

t NFEC Integrated O ganizational Modelr

During SWOT analysis, participants voting most important cards to

make effective s rategiest

Participant making a presentation of the strategies the group formulated
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2003

2001 /

Acharya, S. and Singh, G.B. (2002) Rapid Assessment of Alternative Schools, Kathmandu: European

Commission Education Coordination Office

Acharya, S. et al, (2003) Review of Decentralization of the Pilot Districts of BPEP II, Kathmandu,

Department of Education/European Commission Education Coordination Office

MoES (2000) The Summary of Statistical Information of Education in Nepal

MoES (2001) School Level Educational Statistics of Nepal 2001

NFEC (2002) Literacy Situation in Nepal

National Planning Commission (2001) Statistical Year Book of Nepal 2001

Singh, K. (2002) BPEP Technical Review -Progress review of the community mobilization

component, Kathmandu, BPEP II 

HMG MoES/NFEC, Anoupacharik Siksha tatha Aaksharata Abhiyan Karyakram Karyanwayan

Nirdesika 2059

Soniya Pustak Pasal  Siksha Yna 2028, Sksha Niyamawalo 2059 tatha Sikha Sewa Ayog

Niyamawali 2059
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Aasaman-Nepl A profile Janakpurdham, Dhanusha, 2002

COPE Annual Report 2000/2001 Getting Started...COPE Schools Complete First Year

Community Owned Primary Education Programme NEP/99/009, 2001

COPE Annual Report 2001/2002 Quality with Equity   Community Owned Primary

Education Programme NEP/99/009, 2002

RRN/Action Aid Nepal, Food Security in Nepal:The Civil Society Perspective Brief Report of

the Consultation Workshops on Assessment of Commitments and Plan of Action of World Food

Summit 1996, 2002

HMG MoES, DoE, Statistics Section School Level Educational Statistics of Nepal 2001 (2058)

Govinda Prasad Joshi   The Story of the Primary Education of Nepal 2003

HMG MoES, DoE, DEO Dhading, School Mapping Programme 2057 ,

Opifer Ltd Oy, Finnish Support to the Basic and Primary Education sub-sector Development

Programme-II(BPEP Phase II) in Nepal Technical Assistance Annual Report 2002/03

HMG MoES, Republic of Finland MoFA, April 2003

Programme Advisory Team(PAT/DANIDA) Office, Basic and Primary Education

Programme-II(BPEP II) Annual Work Plan and Budget January 2002-June 2004 Nepal, June

2002

Review of Decentralization of the Pilot Districts of BPEP II  Submitted to The DoE & EC

Education Coordination Office Kathmandu  Submitted by Sushan Acharya,  Devendra

Shrestha with Ganga Ram Gautam, Binaya Kushiyati, Roy Carr-Hill, March 2003

Sushan Acharya Ganesh Bahadur Singh, Rapid Assessment of Alternative Schools Submitted

to European Commission Education Coordination Office Kathmandu November 25,2002

World Education Nepal, Evaluation of Community Literacy Project Final Report Submitted

by METCON Consultants

COPE Quarterly Bulletin of Community Owned Primary Education Programme(COPE)

MLD/UNDP/NEP/99/009 Volume3, No.1 & 2, 2002

IFCD Profile 

Rise Rural Illiteracy Society Education

Rural Reconstruction Nepal

Child Focus Activities of IFCD

COPE District Project, Kapilvastu

HMG/UNICEF,  Kapilvastu Decentralised Planning for the Child Programme Summary of 

baseline Survey, 2001

HMG/UNICEF,  School Sanitation and Hygiene Education programme Guideline, April 2000 

Kiran Man Singh,  Progress Review of The Community Mobilization Component  BPEP

Technical Review  November 30,2002

DDC/Local Development Fund Board, Kapilvastu, Village Development Programme Model 
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RRN at a glance

Settlement/Village Statistics Information Board     Decentralized Planning for the Child

Programme(Implemented by DDC Kapilvastu)

The NFE materials developed under the technical support of IFCD 

Planning workshop for School Based Training to improve classroom instruction

HMG MoES, NFEC, Anoupacharik Siksha tatha Aaksharata Abhiyan Karyakram Karyanwayan

Nirdesika  2059

Soniya Pustak Pasal Siksha Yna 2028, Siksha Niyamawalo 2059 tatha Sikshak Sewa Ayog

Niyamawali 2059

DoE Handbook for Recurrent Teacher Training thought Whole School Approach part 1 2057

DoE Handbook for Recurrent Teacher Training thought Whole School Approach part 2 2057

DoE Class Teaching Training Book for Teacher 2057

DoE Class Teaching Training Book  for Trainer  2057

DoE Teaching Method Training Book  for Teacher  2057

NFEC Vaikalpik Pratmik Siksha ASP

NFEC Anoupacharik Pratmik Siksha FSP 2059

NFEC Anoupacharik Pratmik Siksha FSP 2059

NFEC Anoupacharik Pratmik Siksha FSP

MLD/PAPWT,Project Management Unit Samajik Parichalan Karyakram Karyanvayan

Nirdeshika  2059

MLD/PAPWT, Project Management Unit Gumtikosh Nirdeshika 2059

PAPWT,  Paschim Tarai Garibi Nivaran Pariyojana

COPE Nirantar Bihyarthi Mulyankan Mero Nepali Kitab Kaksha 2

2 2058

NFEC  Noulo Bihana 1 2057

NFEC  Noulo Bihana 2 2054

NFEC Nayan Fadhko 1 2057

NFEC Nayan Fadhko 2 2056

NFEC Nayan Kiran 1  2059

NFEC Nayan Kiran 2  2059

NFEC Nayan Kiran 1  2059

NFEC Byavahalik Ganit 1 2059

NFEC Byavahalik Ganit 2 2059

NFEC Byavahalik Ganit 3 2059

NFEC Byavahalik Bigyan 1 2057

NFEC Byavahalik Bigyan 2 2059

NFEC Byavahalik Bigyan 3 2059

NFEC Nayan Samaj 1  2057

NFEC Nayan Samaj 2 2059
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NFEC Nayan Samaj 3 2059

NFEC Practical English Book Level 1 2002

NFEC Practical English Book Level 2 2002

NFEC Practical English Book Level 3 2002

RRN Nepalganj,  Syanti khabar 2060, No.3,4,5, (2003) 

RRN, Punarnirmar 2059, No.1,  (2002)

Inses, Indreni Darpan 2002, No.1

DDC/Local Development Fund Board, Kapilvastu, Vikasko Pailaharu 2059, No.1, (2003)
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