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MINUTES OF MEETINGS
BETWEEN
THE JAPANESE EVALUATION TEAM
AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT OF
THE REPUBLIC OF NIGER
ON
THE JAPANESE TECHNICAL COOPERATION
FOR '
THE PROJECT ON SUPPORT TO THE IMPROVEMENT OF
SCHOOL MANAGEMENT THROUGH COMMUNITY PARTICIPATION
(“SCHOOLFOR ALL”)

The Japanese Evaluation Team (hereinafter referred to as “the Team™), organized by the Japan -
International Cooperation Agency (hereinafter referred to as “JICA”) and headed by Mr.
Shinichi Ishibara, visited the Republic of Niger from 18 July to 28 July 2006 for the purpose
of final evaluation of the Project on “Support to the Improvement of School Management
through Community Participation (“School for All”)” (hereinafter referred to as “the
Project”).

During its stay in Niger, the Team had a series of discussions with the Nigerien authorities
concemned, jointly evaluated the achievements of the Project, and exchanged views on-project
activities to fulfill the Record of Discussion signed on 24" December 2003. As a result of the
discussions, both sides agreed upon the matters referred to in the document attached hereto.

This Minutes of Meetings has been prepared in French and English languages, each text being
equally authentic. In case of any divergence in the original translation, the original text in
either or both languages may be modified as appropriate upon further comsultation and
agreement between the two parties.

Niamey, 28 July 2006
Mr. Shinichi ISHIHARA Mrs. Maiguizo Rakiatou Zada
Leader Secretary-General
Japanese Evaluation Team Ministry of Basic Education and Literacy
Japan International Cooperation Agency Republic of Niger
Japan



ATTACHED DOCUMENT

CONTENTS,

1. Imtroduction
1-1 Preface
1-2 . Objectives of Evaluation
1-3  Scheduie of the Evaluation Team
1-4  Joint Evaluation Team
1-5 Methodology of Evaluation
2. Background and Summary of the Project
'2-1 Background of the Project
2-2 Summary of the Project
2-3 Changes of the Project Design Matrix
3. Evaluation
3-1 Achievement of the Project
3-2 Results of the Evaluation
4. Recommendations and Lessons Learned
4-1 Recommendations
4-2 Lessons Learned

ANNEXES

1.  Project Design Matrix

2. Table of Achievement (summary)

3. Plan of Operations

4,  Chart of Project Implementation Structure
5.  Inputs to the Project

5-1 List of Japanese Experts

5-2  List of Major Equipment Provided by JICA
5-3 Counterpart Training in Japan

5-4 List of Nigerien Counterparts

43



|List of Abbreviations and Acronymsl

APP
COGES
C.P.COGES
DEP
DGEB
DPSF
DREB/A
EPT

EPT
MEB/A

ONEN
FADEB

PCM
PDDE

PDM
PO
PTF

PTU

Activités Pratiques Productives

(Practical and Productive Activities)

Comités de Gestion des Etablissements Scolaires
(School Management Committee)

Cellule de Promotion des COGES

(Section of Promotion of COGES)

Direction des Etudes et de la Programmation
(Department of Studies and Programming)

Direction General de I’Enseignement de Base
(Department of Basic Education)

Direction de la Promotion de la Scolarisation des filles
(Section of Promotion of Girls’ Schoo! Enrollment)
Direction Régionale de I’Education deBbase et de I’ Alphabétisation
(Regional Office of Basic Education and Literacy)
Ecole Pour Tous

(School for All Project)

Education Pour Tous

(Education for All)

Ministére de I’Education de Base et Alphabetisation
(Ministry of Basic Education and Literacy)
Organisation Nigerienne des Educateurs Novateurs
Projet d’ Appui au Développement de 1’Education du Base
(Support Project for Development of Basic Educatioh)
Project Cycle Management

Programme Décennal de Développement de 1’Education de Niger
(Ten-Year Educational Development Plan}

Project Design Matrix

Plan of Operati'ons

Partenaires Techniques et Financiers

(Technical and Financial Partners/Donors)

Project Technical Unit
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Joint Evaluation Report

1. Introduction

1-1 Preface _

The Project was launched on 1 January 2004 and will be completed on 31 December 2006.
With the remaining project period of approximately six months, the Team dispatched by JICA
visited the Republic of Niger from 18 July to 28 July 2006 for the purpose of evaluating the
achievements of the Project. The evaluation has been undertaken jointly by the Team and
the Nigerien authorities concerned. :

1-2 Objectives of Evaluation

Objectives of the evaluation are as follows:

(1) to review the achievements and assess the major outcome of the Project;

(2) to clarify the problems and issues to be addressed for the successful implementation of the
Project for the remaining period; ‘

(3) to make recommendation for the sustainable implementation of the activities after the
project.

1-3 Schedule of the Evaluation Team

Date : . Activities

Tue. 18 July Meeting with Japanese Experts

Wed. 19 July Courtesy Call and discussion with
* Minister for Basic Education and Literacy(MEB/A)
* Deputy Secretary-General of Ministry of Basic Education and
Literacy(MEB/A)
Director-General of Basic Education(MEB/A)
Moving to Konni

Thu. 20 July | Visit COGES Communes (Tsernaoua, Dogerawa, Galma)
| Meeting with
* Director of Regional Office of Basic Education and Literacy in Tahoua
- (DREB/A)
COGES Supervisor (DREB/A)

Fri. 21 July [ Visit APP activity sites (Zonga Aroki, Tserna Gomma)

Visit Community preschool at Dabounou

Visit Second chance school at Moujia (School project site)

Visit Adult literacy class at Kaoura Alhassan (School project site)

Sat. 22 July | Move to Zinder
Meeting with
* Director of Regional Office of Basic Education and Literacy in Zinder
(DREB/A)
COGES Supervisor (DREB/A)

Sun. 23 July | Visit school action planning training and COGES commune establishment
training (Zinder commune and Matameye commune)
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Date Activities
Visit pilot schools (Alkalawa, Kantché est)
Mon. 24July | Move to Niamey
Tue. 25July | Meeting within the Team
, : | Minutes documentation
Wed. 26 July | Meeting with MEB/A
Meeting with UNICEF
Thu, 27 July | Meeting with MEB/A
Meeting with AFD
Fri. 28 July | Signing of Minutes of Meeting
Report to JICA Niger Office

1-4 Joint Evaluation Team
(1) Niger Side .
Mrs.Maiguizo Rakiatou Zada

Mr. Hamidou Soumana Diallo

Mr.Boulama Boukar Malam Ari
Mr. Daouda Ali

Mzr. Damana Issaka
Mr.Amadou Sahadou Illiassou

Mr. Zakaria Seybou

(2) Japanese Side
(The Evaluation Team)
MTr. Shinichi Ishihara
Ms. Yumiko Yokozeki
Ms. Tomoko Masuda
Ms. Rie Twasaki

1-5 Methodology of Evaluation

Secretary - General, Ministry of Basic Education and
Literacy (MEB/A)

Deputy Secretary-General, Ministry of Basic Education
and Literacy (MEB/A) '
Director-General, Department of Basic Education, MEB/A
Director, Department of Studies and Programming,
MEB/A

Coordinator, C.P. COGES, Ministry of Basic Education
and Literacy (MEB/A)

Director, Regional Office of Basic Education and Literacy
(DREB/A) in Tahoua

Supervisor, Regional Office of Basic Education and
Literacy (DREB/A) in Tahoua '

Leader

Educational Administration
School Management
Evaluation Planning

Major items to be evaluated were designed to verify Project Design Matrix (hereinafter
referred to as “PDM”), implementation process, and five evaluation criteria, based on the
second version of PDM, and Plan of Operations (hereinafter referred as “PO”) which had
been prepared in January 2006 (See, ANNEX 1 and 3). Following aspects were considered.

1) Achievements of the Project based on the PDM indicators

2) Implementation process

46 |
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3) Conceptual contents in the five evaluation criteria

Relevance

Relevance of the project plan was reviewed in terms of the validity of the project purpose and
the overall goal in connection with the development policy of the Government of Niger,
Japanese government aid policy, needs of the beneficiaries, and by logical consistency of the
project plan.

ffectiveness

Effectiveness was assessed by evaluating to what extent the Project had achieved its purpose,
and by clarifying the relationship between the purpose and outputs.

Efficiency of the project implementation was analyzed with the emphasis on the relationship
between outputs and inputs in terms of timing, quality and quantity of inputs.

Impact of the Project was assessed by both positive and negative influences caused by the
Project. ‘ ' '

Sustainability,

Sustainability of the Project was assessed in political, institutional, financial and technical
aspects by examining the extent to which the achievements of the Project would be sustained
or expanded after the Project’s completion.

The conclusion was drawn by the results of the study and the recommendations were
proposed by the Team.

P

Background and Summary of the Project
2-1 Background of the Project

The Republic of Niger aims to improve the gross enroliment rate (GER) of primary education
from 34% of 2001 to 91% by 2012 under their national education development plan (PDDE).
There are two major causes for the low GER; one is absolute shortage of classrooms and the
other is psychological distance between schools and the community. Parents and the
community did not know what the school was doing for their children, and they were not
satisfied with the education that schools were providing either.

Government of Niger (GoN) is building classrooms with the support of donors under PDDE
in order to overcome the first challenge. Government of Japan (Gol) is one of the donors
supporting them in building classrooms. On the other hand, GoN started COGES policy in
February 2002 in order to involve the parents and the community to take part in school
management for them to change their perspective on schools and for a better management
based on local needs.
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COGES policy aims to delegate the responsibility of school management to the community,
such as responsibility of making school action plans, implementation of the plan and
procurement of materials and so forth. GoN identified the community and the teachers as the
vital actor of school management. However, when they started the COGES policy, most of
the COGES were not functioning efficiently. GoN realized that they needed to provide
trainings for COGES, involve more women, establish rules, and strengthen the regional
inspectors’ supporting system for better COGES.

Therefore, GoN requested a technical cooperation to GOJ to strengthen the capacity of local
administrators and to develop a model of an effective COGES. Based on the request, GoN
and Gol agreed to start the Project on “Support to the improvement of school management
through community participation (“School for All”)” in December 2003. The Project started
on January 2004 for three years until December 2006. '

2-2 Sumniary of the Project

The Project management has been based on PDM. Its main points are as follows,

(1) Overall Goal
A model for School Based Management with community participation through COGES is

expanded.

(2) Project Purpose
A model for School Based Management with community participation through COGES is

reinforced.

(3) Outputs of the Project
Output 1
Community participation in school management is increased.
Output 2
Capacity of COGES is enhanced at the target schools in Tahoua Region.
Output3
Functional COGES communes are organized.
Outputd
Support system for COGES is reinforced.
Output5
Applicability of the model for the School Based Management practiced in Tahoua Region
into the other regions is increased.

2-3 Changes of the Project Design Matrix

The original PDM was approved in December 2003 as a document attached to the Record of
Discussions. The second version was prepared in August 2004 in order to improve the logic of
the Project and to agree on the detailed indicators based on discussion. The third version was

48 |
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approved in January 2006, after the mid-term review. Major changes from the second version
were (1) to stipulate the establishment of effective COGES communes, and (2) to cover
another region to try out the COGES model.

3. Evaluation
3-1 Achievement of the Project
3-1-1 Outputs

With the efforts of both Nigerien and Japanese sides, most of the outputs have been achieved,
and some issues which need further elaboration were pointed out. The details are shown in
ANNEX 2.

3-1-2 Project Purpose

The project purpose has mostly been achieved. 98% of 1,229 target schools in Tahoua has

established a functional COGES by electing the delegates from APE, and 99% of all schools
developed their school action plans. Five to six activities were carried out per school on
average. However, there are some improvements required in terms of monitoring by the
COGES commune and COGES officers, which is elaborated later.

3-1-3 Overall Goal

It is too early to conclude that the overall goal has been achieved as the Project model has not

yet been introduced to other regions. However, the national COGES policy paper stipulates
the Projects’” COGES local model as the national model. In addition, related parties in
MEB/A have an intention to expand the Projects’ model nation wide. Thus, it is likely that
the overall goal will be achieved in the future with the continuous efforts of MEB/A.

3-2 Results of the Evaluation

3-2-1 Evalunation by five criteria

Relevance: Very High|

Relevance of the Project Strategies

This Project aimed at developing a model in which schools tackle their own problems by their
own initiatives involving parents and community members. This kind of attempts is proved
to be effective because it mobilizes resources available in the community in order to improve
the educational environment at the school level. The strategy is particularly meaningful
when the government educational resources are limited and when sufficient support cannot
reach to individual schools. Moreover, cost-effectiveness is enhanced since resources can be
more focused on the needy areas by the bottom-up planning. Therefore, the strategy of the
Project is considered to be relevant to the educational situation in Niger.

The Global Education Needs
This approach is consistent with the global education development goals such as EFA and
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MDGs.

The Need for this Project

MEB/A has developed PDDE as a 10-year educational development plan (2003-2012) in
which the following aspects are included: increase in access to education; improvement of
educational quality; and improvement of educational management.  School-based
management with community participation is considered as a major objective' to be achieved
in this plan. This is exactly what EPT Project is aiming at by establishing and strengthening
COGES. :

The concept of COGES was first introduced in Niger in 2002. However, at that time, the
roles and functions of COGES were not clearly defined, and no direction on how to organize
functional COGES was provided. This Project aimed at exploring concrete processes and
strategies to make COGES functional, and therefore, it matches well with the MEB/A’s need
to prepare necessary process to implement COGES policies.

Later in 2003, MEB/A issued a ministerial decree regarding roles and functions of COGES.
Accordingly it mandated all the schools to establish COGES. Mid-term results of this
Project were well reflected in the COGES policy paper prepared by MEB/A, which proves
that the timing of commencement and progress of the Project was appropriate.

Relevance of the Target Group ,
Both Tahoua and Zinder regions had received relatively little support from other donors in the

education sector despite the fact that educational indicators in these regions were
comparatively low: Zinder’s net enrollment is the lowest; and Tahoua has the largest gender
gap in enrollment. Hence, expectation of MEB/A as well as motivation of the regional
education offices was high. Thus the selection of the target areas was appropriate.

The Project has mainly focused activities at the levels of schools and communities. This has
enabled the Project to produce observable changes and impact at those levels. Considering
the project purpose of “establishing a Model”, the selection of the target group was
appropriate. On the other hand, in order to achieve overall goal of “cxpanding the model in
nation-wide”, it will be necessary in the future for the central MEB/A and regional DREB/A
to be a forefront actor.

[Effectiveness: High (Mostly Achieved)|

Achievement of Project Purpose
Project purpose reads, “A model for school-based management with community participation
through COGES is reinforced.” Strengthening a model includes the following aspects:

1) The COGES (Local) model where community participation is increased and democratic
school management is established.
2) The COGES commune model that has function of monitoring of COGES activities and
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educational development at the commune level is established.

3) The appropriate monitoring mechanism for COGES and COGES commune by regional
education offices is established.

4) The above structure has replicability for other regions.

The achievement of these points can be assessed as follows: 7

1) In all COGES of the Project target area, APE representatives were elected democratically
and community participation in school management increased, This is shown in the fact
that the average sum of 189,011 FCFA per school (including in-kind) was mobilized to
implement school activities. Using the resources, on average more than five activities
were conducted in each school. With these evidences, the team found that the basic
COGES model is established. The Project has provided technical and financial support to
develop various activities as a trial basis, including APP activities, a literacy class, a
second-chance class, and a community pre-school. The good practices of these activities
can be a reference for COGES and COGES commune when planning activities.

2) Based on the results of the mid-term evaluation conducted in July 2005, a task of
developing a model of COGES commune was added in the revised PDM. For this output,
it is still in the stage of exploring the replicable model of COGES commune and it can be
judged that the concrete model of COGES commune has not yet been finalized. There
were some lessons drawn from the earlier experience in Tahoua region and the simplified
model is being experimented in Zinder region. These lessons include that the mandate of
the COGES commune (monitoring of COGES and community-wide educational activities)
should be clearly defined, and that the financial support for income generation activities and
transportation should be minimized. Information that needs further clarification to
validate the model is as follows: whether monitoring of COGES is appropriately done;
whether zonal meetings are regularly held; and whether activities of COGES commune are
properly conducted. It will require one more school year to examine these.

3) COGES officers and COGES supervisors are the main actors of monitoring. DREB/A
and COGES officers and supervisors are highly motivated and have sufficient
understanding of roles and functions of COGES after the training, The relationship
between COGES and COGES officers is also well established. To further improve the
monitoring system, the more systematic monitoring is suggested with regular reporting
procedures from COGES and COGES commune to COGES officers.

4) Replicability has two meanings. The replicable model that reflects regjonal differences,
and the replicable mode] that can be used in the systematic and efficient scale-up. The
former model for local COGES that reflects regional differences is already developed.
This is proved by the fact that all the targeted schools organized functional COGES in
‘Tahoua and 60 schools in Zinder region. The replicable model for COGES commune, on
the other hand, is still being expérimented in Zinder region based on the results of the
experiences in Tahoua as described earlier.
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During the Project implementation, the need for the replicable model for the systematic and
efficient scaling-up became more apparent. In Tahoua region, various inputs were made by
the Project, while in Zinder region the simplified model (with the minimum package') was
introduced. In Zinder region, all the training activities were conducted by ONEN and
regional MEB/A officers (including COGES officers and supervisors), and inputs of
Japanese experts were limited to monitoring. In addition to 60 schools originally planned,
all the schools in the region needed to be covered to prove the replicability of this simplified
model. This trial is considered necessary to develop a feasible model for scaling-up.
Replicability of the model in this sense still needs to be examined through the region-wide
trial.

fEfﬁciency: Very good|

Achievement of Outputs and Amounts of Inputs
The Project achieved its purpose in the original PDM much earlier than it was planned. The
project purpose and overall goal was then upgraded based on the results of the mid-term
evaluation. The current PDM added the activities of introduction of COGES in Zinder
region and development of COGES commune model in Tahoua. Though some of the
outputs have not yet been realized, the overall efficiency of the project is considered very
good. The efforts to minimize the activity cost such as shortening the length of traiﬁing,
simultaneous implementation of two training programs, and partnership with NGO are
effective in increasing efficiency, and at the same time, benefit the government in designing a

plan for expansion.

Project Inputs
The inputs from both Nigerien and Japanese sides were appropriate in terms of quantity,

quality, and timing of inputs. Transfer of the counterpart personnel was minimum, and those
trained in the Project have been actively involved. All the Japanese experts in the Project
had experience in Niger or similar environment in West Affica, which made Project’s
operation smooth. Financial inputs to schools and communities were not made except 8
COGES in order to maximize the initiatives and potential of the people, which was proved to
be a right strategy.

Partnership with NGO
The Project has achieved efficient and cost-effective implementation by contracting a capable

local NGO to provide COGES officers with training and to monitor activities. In Zinder in
particular, regional education officers played a major role in promoting functional COGES
with the support of the NGO, while inputs from the Japanese experts were limited to overall
management. This would provide a feasible model for expansion.

1 The project defines that the minimum package model includes the following aspects: establishment of COGES
through democratic election; development, implementition and evaluation of action plans; and effective
monitoring by COGES cfficers and COGES commune.
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@pact: Very Positivel

Prospecis to achieve overall soal

Overall goal of the original PDM at the beginning of the project was “The school
environment is improved by the school management through community participation in the
target area.” In Tahoua region which was an original target area, COGES have implemented
various activities such as construction of classrooms, provision of school furniture, school
water and sanitation programs, APP activities, and campaign for promoting schooling, which
resuited in improvcment of school environment. Therefore, it was considered that this
overall goal was achieved during the project implementation.

Revised PDM after the mid-term evaluation sets the overall goal as the following: “A model
for school-based management with community participation through COGES is expanded (to
all regions in Niger).” The development of COGES model was the key to achieve the
overall goal. However, there are other factors necessary to achieve that. These are strong
initiative of Nigerien government to continue COGES policy and a consensus of donor
community regarding the responsibilities and methodology of COGES.

Other observable impact

So far, the Project influenced the government COGES policy and implementation. The
approach and methodology experimented by the Project have been adopted in the' COGES
policy paper developed by MEB/A. Training manual for COGES developed by MEB/A was
based on those developed in the Project.

By influencing MEB/A COGES policy, the EPT experiment also had impact on donors’
support for COGES. In the beginning, there were some variations in implementation
methods, but gradually the common approach® was employed.

Another unexpected impact is the obvious lack of classrooms and teachers due to the rapid
increase in enrollment. Various sensitization and other COGES activities have raised the
awareness of the parents, which resulted in the enrollment increase. Though various
measures were taken by communities, such a difficulty cannot be easily addressed by the
communities alone.

ISustainability: Sufficient]

Policies

? For example, the following approaches are used commonly: COGES members should be selected through
democratic election; and COGES officials and supervisors are main facilitators with the support of NGO without

appointing animators.
u/bg (
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The management system of COGES developed by the Project has been largely incorporated in
the government policy. COGES remains a significant issue in PDDE. The Joint Review of
PDDE conducted in June 2006 suggestcd that the working group of COGES should be
established to elaborate the COGES model and share various experiences of COGES among
development partners.. Though a detail plan needs to be further developed, the ministry’s
initiative for COGES expansion is clear.

Delegation of responsibilities to COGES and COGES commune is closely linked with the
national decentralization policy, and therefore, it may require more time to see the clear
direction. '

Institutional sustainability

(1) COGES

Most COGES acquired' practical knowledge and skills to improve school management.
They were able to mobilize resources and conducted various activities with their own
initiatives. Monitoring by COGES commune and COGES officers support sustainability of
their activities. =~ The mutual trust among COGES members is essential in keeping
organizational cohesion. Some of the COGES have already realized this.

(2) COGES Commune _

The COGES commune is expected to play an important role in monitoring COGES activities
as well as in tackling. community-wide educational problems. 7 COGES communes
established in the beginning were provided with funds to start income generation activities.
Some of these COGES communes did not have a clear idea on the main purpose of COGES
commune. Based on the results, the rest of the COGES commune was given a more focused
mandate and they are expected to have more institutional sustainability. Nevertheless,
COGES commune is mandated to deal with broader issues beyond individual schools, thus it
is more difficult to mobilize resources from parents and community members. This might
become a negative factor affecting sustainability as the organization grows. '

(3) DREB/A _

DREB/A staff, COGES officers, and COGES supervisors participated in training conducted
by the NGO. Then, COGES officers provided training to COGES members with the support
of the NGO. In this way, DREB/A personnel’s capacity was developed during the
implementation of the Project. This approach is appropriate to make the system sustainable.

(4) National C. P. COGES
The capacity development of National C.P. COGES was not the focus of the Project.

However, capacity development has been observed through promoting COGES polices.
Financial sustainability

(1) COGES
The achievement level of action plans shows continuous strong initiatives made in. resource
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mobilization at schools and communities. As long as COGES activities are transparent and
democratic, resource mobilization would not be a major challenge to deal with smaller issues
such as purchasing school materials and conducting APP activities. However, appropriate
government actions is indispensable to respond to larger issues such as the construction of
school buildings and appointing teachers. ‘

(2) COGES commune : ‘

In the newly established COGES communcs, the recurrent costs were to be covered by the
contribution from each school to run regular activities such as monitoring of COGES
activities and holding meetings. This makes the COGES commune financially sustainable
for the very basic activities. Measures to raise additional resources need to be discussed.

(3) Monitoring by DREB/A

Currently the Project provides COGES officers of DREB/A Zinder with motorcycles for
monitoring on loan from the Project through NGO. The recurrent costs are also covered by
the Project. This fact leaves a question for financial sustainability for monitoring, This
needs to be resolved with the discussion and cooperation with the central ministry and other
donors. '

(4) Budget for COGES Expansion 7

The C.P. COGES drafted 18 months’ action plan for COGES expansion to request PADEB in
March 2006. Further development of strategic planning and consultation with other
stakeholders are required to realize the budget. ‘

Technical sustainability .

The fact that the simplified training model was introduced in Zinder with minimum external
resources shows that the basic technical sustainability does exit. In addition, the Project may
need to pay more attention to the needs for follow-up training,

For the further scaling-up of COGES model, standardization of the training and
documentation of the activities are necessary.

3-2-2 Conclusion

This Project was implemented responding to the Niger’s strong needs to develop a
school-based management model with community participation, and thus relevance of the

Project is very high.

The Project has developed the minimum package of the COGES model that provides
opportunities and the system for community participation, and the results of the Project
experiment have been adopted to the national COGES policy. This shows the Project
effectiveness is high, however, there are two remaining issues. One of them is to develop an
explicit model of COGES commune. For this to happen, some issues need to be examined
and clarified, such as the clear roles and functions of COGES commune, appropriate

\_’%r
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membership, and financial sustainability. The other issue is to standardize the process for
institutionalizing the COGES model. This includes finalization of various manuals and
materials, development of a roadmap to describe the schedule, steps, necessary inputs, and
responsibilities of concerned parties to implement the minimum package of COGES, and
documentation of good practices of various COGES activities. This process is indispensable
in expansion of the COGES model stated in the overall goal.

From the efficiency point of view, the Project’s efforts are laudable. Inputs have been
reduced as much as possible and inputs were made in a very flexible manner.

Impact of this Project is also very positive in influencing the government COGES policy and
methods adopted by other donors in similar project. Even so, it is necessary for the MEB/A
to look for ways to directly contribute COGES expansion.

Sustainability of the Project has been well considered in the design of the Project, and it is
found to be sufficient. The operational costs of the monitoring, however, are bottleneck of
the sustainability and scale-up of the COGES policy. At the same time, to put the national
COGES policy into practice, capacity of C.P. COGES to formulate COGES strategies needs

to be enhanced in the future.

Based on the evaluation of five criteria, the team suggests that future efforts need to be made
to deal with the above remaining issues.

4., Recommendations and Lessons Learned

4-1 Recommendations

The following recommendations are made for the short-term prospect.

1. Documentation of the COGES Model: In order to promote the COGES model, it is
important that the documentations are made available. This includes the overall
roadmap, various manuals, training methods and procedures, training schedule, training of
trainers, and effective and practical monitoring methods. In addition, the documentation
of successful experiences in activities initiated by COGES is also needed, including APP
Clubs, community Kindergartens (pre-schools), adult literacy classes, second-chance
classes and income-generating activities. Furthermore, local NGO’s (ONEN) input was
vital for promoting COGES in the Project and the experience would be useful. ONEN’s
input, strategies, vision and experience should be documented in order for MEB/A and
development partners to learn from the successful experience. The Team recommends
the Project to support MEB/A to complete the task.

2. Standardization and clarification of COGES Commune’s roles and functions: In order to
make COGES Commune effective, setting the standard of its roles and functions would be
useful, including its bureau members, its minimum mandate, procedures and formats for
monitoring and reporting. It is important for COGES Communes to have financial
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sustainability by such means as contribution from each COGES and income-generating
activities. The Team recommends the Project to support MEB/A to complete the task.

3. COGES Working Group: It is a welcome initiative that COGES Working Group has
. been formed within the framework of PDDE. Strategic discussions are needed and the
output from the Working Group should help COGES policy to be effectively included in
PDDE with practical implementation plans and resources made available. The Team
recommends the Project to support the Working Group,

4. Stakeholder workshops at the national level: In order to share the COGES policy and to
be owned by stakeholders, it is essential to have a stakeholder workshop at the national
level. The target groups include MEB/A, local governments, traditional leadership, and
development partmers. The vision shared by these stakeholders would be a strong
support for COGES promotion. The Team recommends MEB/A to initiate this.

5. External review of the COGES model: The COGES model and the experiences of
spreading the model through the Project process need to be objectively verified and
documented. External review would be useful in verifying and documenting the input,-
strategies, approaches adopted, and outputs, which can be made available for the wider
audience. The Team recommends the Project t0 support Working Group initiate this
task.

6. Reinforcement of COGES policy: COGES has proved to be effective in promoting
educational development in Niger. It is important for the experience to be effectively
reflected in policy. It is recommended that the roles and functions of COGES Commune
be clearly stated in the existing COGES policy paper. The roles and functions of
COGES Commune should also be reflected in PDDE. Ideally the next PDDE review
would have COGES policy included and stakeholder discussions would be held.
Furthermore, budget for implementation of COGES policy should be available and
making COGES nationwide functional, i.e. logistic means for COGES Officers as well as
budget for regular training and continual monitoring. The Team recommends MEB/A to
initiate the task.

For the medium and long term prospect, the following recommendations are made.

7. Strengthening of C.F. COGES: C.P. COGES is the key for promoting COGES. Capacity
development and strategic placement within the MEB/A as well as securing budget for
activities is recommended.

8. Formulation of strategies at the national level: In order to spread the functional COGES
model at the national level, C.P.COGES needs to be placed in the strategic position.
Budget for COGES promotion needs be regularized. Plans for capacity development of
COGES Supervisors and COGES officers, as well as securing the logistics for COGES
Officers need to be in place.
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9.

Ensuring sustainability of the COGES model: It is important for the COGES policy
implementation at the national level to be sustainable. Effective monitoring at the
national and local levels, and the periodic review of the COGES policy itself are essential.
Furthermore, strategies need to be formulated in order to promote COGES under difficult
areas, such as sparsely populated areas and nomadic areas.

4-2 Lessons Learned

The Project has demonstrated the effective procedures of making COGES functional,
effective and sustainable. The experience from Tahoua region materialized the functional
COGES model. The model was further improved and substantiated in Zinder region.
There are a number of lessons leant from the Project experience.

1.

Measures to make COGES effective: It was proved that certain measures can make
COGES functional and effective. These measures include the minimum package,
namely, 1)democratic election of COGES members, 2) formation, implementation and
evaluation of school activities, and 3) effective monitoring.

Municipality’s support for COGES Commune: There were a few COGES Communes
which received financial support from local governments. This is a potential source of
support as a result of good relationship between COGES Commune and the local

government.

The role of NGO in capacity development: The Project made a very effective use of a
local NGO. NGO, together with the Japanese experts, provided fraining and vision for
COGES officers who then provided training for community members. When NGOs are
mobilized to replace the work of local governments, there is danger of dependency and
lack of sustainability. NGOs must be mobilized to support the local govémment officials
by developing their capacity and act as a catalyst,

Effective training: The Project has made a very effective training available for the
communities. The local NGO, together with the counterpart and the Japanese experts,
has formulated the participatory training methods using simulation and role-playing.
The training was effective for both literate and non-literate populations.

Support for the communities: There are vast educational needs in communities, but the
communities themselves have the innate ability to meet these needs. The support must
be made carefully in order to draw their innate ability like digging a well to draw the
water from the abundant underground reservoir.
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Chart of Project Implementation Structure

_ === %‘ Joint Coordination Committee "': == =——==u

................................

L

Embassy of
Japan

JICA Niger
Office

.....................

ANNEX 4

.....................

N\

JICA Project Team

- Long-term experts

*  Chief Adviser
/Expert on School
Management

»  Project Coordinator
/Expert on

 Participatory
Approach

* Specialist in APP

Ministry of Basic Education and Literacy

(MEB/A)

Secretary- General (Project Director)

Director / DEP (Project Manager)

Coordinator of C.P.COGES

o
®
® Director-General / DGEB
®
L]

Director of PS

Tahoua

\ * Director of DREB/A

\ {Coordinator of PTU)

DREB/A

* Supervisor of COGES
(Technical Director of PTU)

9 Inspectors’ Offices
* 9 Officers in

charge of COGES

Project Technical Unit

Representatives of PTF
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