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Summary

I Outline of the Project

Project title: “School for All”: The project on
Country: Niger Support to Educational Development through

Community Participation

Issue/Sector: Basic Education Cooperation scheme: Technical cooperation

Division in charge:

Basic Education Division 2 Total cost: 256 million yen
Basic Education Group (As of August 2014)
Human Development Department

(R/D) Partner Country’s Implementing Organization:
Period of ' Ministry of Primary Education, Literacy, Promotion

) May 2012~May 2016 . . i

Cooperation of National languages and Civic Education

(4years) : .

Supporting Organization in Japan: Non

1. Background of the Project

JICA had supported to establish a model of COGES (which has been changed to CGDES later) during
the implementation of “The project on Support to the Improvement of School Management through
Community Participation (School for All)” in 2004. In the following phase 2 of the project, the
established model was expanded nationwide and as a result all primary schools of the country have
started the CGDES activities to improve their schools. CGDES plays an important role and has
brought various contributions to the better school management; developing and implementing the
school action plan, securing the school hours by creating supplementary classes, and improving the
educational institution and facilities through resource mobilization by the community, etc. The
positive result of these efforts began to appear as an increase of the success rate of final examination of
the primary education. However, the quality of education remains still very poor in view of the high
rate of drop-out and repetition rate of same grade, as well as very low internal cost efficiency (expected
number of educational human resource is not being produced compared to the amount invested in
education). This situation attributes to various factors; low quality of teachers, insufficient class
hours, weak education system management, extremely limited resources (budget, materials and
equipment) at school level because of the decentralization not yet effective in the resource transfer.
Therefore, the great number of problems in the educational sector still remains to be solved.

In this context, the government of Niger has requested the government of Japan for the project to
further improve the educational quality and its access. It consists of increase of the available resource
and strengthening of the CGDES for better management of these resources. Having responded to the
request, the project started in May 2012, for 4 years until May 2016. Currently, 3 long-term Japanese
experts (Capacity Development of CGDES, Monitoring of CGDES and Coordinator) have been
dispatched as of August 2014.

2. Project Overview
(1) Overall Goal
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The quality and the access of basic education are improved by school management through

community participation.

(2) Project Purpose
The function and capacity of CGDES is strengthened to contribute to educational development

(access and quality) in Niger.

(3) Outputs
1. A system to sustain functioning CGDES for educational development (access and quality) is
established.
2. A role and function of CGDES in educational management is reinforced for better resource
management in the target area of piloting.
3. Strategies to reinforce CGDES’ function in decentralized education system is developed and

implemented.

(4) Inputs
Japanese side :
* A total of 5 Japanese long-term Experts (Capacity development of CGDES, Monitoring of
CGDES and Coordinator), 2 Japanese short-term Experts (Chief Advisor, Base-line research)
* Equipment: Vehicles, Office equipment (approx. 5.81 million yen)
e Activity cost: workshops, meeting, local consultants, printing guidelines, expansion of the
office of C/CGDES etc. (approx.14.7 million yen)
* Training in Japan: 5 participants
Niger side:
* 17 Counterparts
* Activity cost: (KR) Approx. 52 millions Fcfa, allocated national budget: approx. 35 millions
Fcfa (of approx. 76 millions Fcfa disbursed)

II Evaluation Team

) Director, Basic Education Division 2, Basic
Hideharu ]
Leader Education  Group, Human Development
TACHIBANA
Department, JICA
Members of . Deputy Director, Health Division 1, Health
) Cooperation o
Evaluation Plani Mizuki MATSUZAKI | Group 2, Human Development Department,
annin
Team £ JICA
Evaluation
.| Kumiko ABE Consultant
and Analysis
Interpreter Akemi NISHIYAMA | JICE
Period of Evaluation 28/07/2014 ~14/08/2014 | Type of Evaluation: Mid-term Evaluation
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Results of Evaluation

1.
M

Project Performance

Outputs of the project

Output 1: A system to sustain functioning CGDES for educational development (access and

quality) is established

Forum approach was initially to be implemented nationwide but the plan has been modified to a
pilot activity only in Taoua Region, in order to establish sustainable structure of the approach.
The Regional forum was held in Taoua in June 2014, and was followed by the all 44 General
Assemblies of FCCs. The sustainable mode is expected to be established by the end of the project
through two more regional forum scheduled in 2015 in Taoua. (Indicator 1)

Activities which aim at improving the quality of education were carried out in 92% of the CGDES
in the school year of 2013-2014. (Indicator 2)

The number of CGDES monitoring meetings is not increased; however, the meeting of CGDES
supervisors came to be regularly held after the disbursement of KR had resumed in May 2013.
Also the national budget was allocated to the CGDES monitoring, so the stabilization of
monitoring meetings is expected. Toward the institutionalization of the morning system, capacity
development of C/CGDES in data collection and analysis, and monitoring activities on their own
initiative from C/CGDES side, are necessary. (Indicator 3, 4)

Introduction of COGES into the secondary school had been started in 3 pilot schools in Niamey,
but the activities were interrupted because of re-organization of ministries in August 2013, and the
secondary school was no more under the jurisdiction of the counterpart ministry. (Indicator 5, 6)
“Quality Minimum Package” has been tested after the development of 7 workbooks of Math and 3
of Pre-Math. The result of the pre- and post-test proved the effectiveness of the workbooks in all
grades.

The introduction of the CGDES module into the teacher’s training is scheduled for summer 2015.

Output2: A role and function of CGDES in educational management is reinforced for better

resource management in the target area of piloting

The guidelines of resource management 1% edition and revised edition were developed, and the
activities were implemented in 120 pilot schools (Indicator 1). The submission rate of the receipt
is 100% regarding the management of the subsidy. The financial resources which was managed
by CGDES has been doubled in 2012, and increased 2.5 times in 2013, based on the amount before
the intervention in 2011. (Indicator 2) In addition, the CGDES which carried out the activities

for improvement of the educational quality has increased overall. (Indicator 3)

Output3: Strategies to reinforce CGDES’ function in decentralized education system is

developed and implemented
The activity summary of CGDES has been inserted in the Directory of Educational Statistics

2012, issued in April 2014. It proves the high recognition of the government toward CGDES.
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(Indicator 1) Moreover, the CGDES monitoring was integrated into the action plan of C/CGDES
and the national budget was allocated to CGDES monitoring activities, which fulfilled the indicator
2. Accordingly the capacity development of C/CGDES needs to be further strengthened.
Furthermore, the CGDES monitoring system is expected to be approved and institutionalized by the
end of the project.

The pilot activities of resource management has been completed (indicator2), and now the
established model will be further improved and modified, in order to be integrated into the national
policy. In fact, this model will soon be applied by the co-funding project of GPE/AFD this year,

which shows a great potentiality for the appropriation by the government of Niger. (Indicator 3)

Project Purpose

The function and capacity of CGDES is strengthened to contribute to educational

development (access and quality) in Niger

The submission rate of CGDES activity summary has certainly increased (88.1% in 2011, 89.2%
in 2012, and 92.1% in 2013) (Indicator 1). The financial resource in the pilot schools for the
resource management has also been doubled in 2012 and increased 2.5 times in 2013 based on the
amount before the intervention in 2011 (Indicator 2). However, while the project purpose is
targeted nationwide, the indicator 2 is limited to the pilot area. So the modification of the

indicator is suggested.

Overall Goal

The quality and the access of basic education are improved by school management through

community participation

The educational indicator (rate of enrollment, repetition, dropout and completion of primary
school) shows a slight improvement in general (Indicator 1). The Progress in learning
achievement is also recognized from the success rate of final exam of primary education; 56.7% in
2011, 57.2% in 2012 (Indicator 2). However, since this final exam no longer exists, another

indicator to measure the learning achievement needs to be set.

Summary of Evaluation Results
Relevance : Very High

The education policy of Niger “PSEF 2014-2024” emphasizes the reinforcement of role,
capability and authority of CGDES as well as educational administration at each level (region,
department and commune) in the movement of decentralization. As for the aid policy of Japan for
Niger, Japan pledged in TICADIV in 2008 and TICAD V in 2012, to expand the project of
school-based management based on the model “School for All” to 10,000 schools in West Africa.
Thus, the project purpose corresponds well to both the education policy in Niger and Aide policy of
Japan.

The project approach is also relevant to the situation in Niger. The role of CGDES has been

becoming more and more important in the movement of the decentralization, especially in terms of
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local resource mobilization because of Government’s limited resources to provide good educational
services. Since the CGDES is given the authority to manage the schools, the project aiming at
strengthening CGDES to create better access and quality of education is very appropriate, and so

the relevance of the project is very high overall.

Effectiveness : High but modification of the indicators is necessary

The project purpose has been already achieved according to the current indicators. However, It
is questioned if these indicators were appropriate (especially the indicator 2). In other words,
although these two indicators were fulfilled, it remains a question if the project purpose, “The
function and capacity of CGDES is strengthened to contribute to educational development (access

b}

and quality) in Niger,” was really achieved. In fact, while many important activities are being
implemented in the project, they are not properly reflected in the indicators. When taking that into
consideration, the effectiveness of the project is still evaluated as relatively high but in order to
measure the achievement of the project purpose more accurately, modification of the indicators is

necessary.

Efficiency : High

Almost all outputs are favorably being produced, except the activity for the secondary school
because of the re-organization of the ministries. The project is properly monitored through
monthly meeting with C/CGDES. As for the efficiency of the activities, the role-play method in
all the trainings is highly evaluated as an effective and efficient transfer of knowledge to all levels.
In addition, the effectiveness of the workbook in the “Quality Minimum Package” is widely
recognized and there is a high demand for its expansion. Thus the expansion process is expected
to be realized smoothly.

Because of the high security level in Niger, there were some delays and cancellations of dispatch
of several Japanese experts. Also the restriction of traveling out of Niamey caused the Japanese
experts to monitor remotely the activities outside of Niamey. Under this unavoidable circumstances,
the project exerts the maximum effort by utilizing local consultants and NGOs, and frequent
communication with C/CGDES. As a result, the outputs produced against the inputs is more than

expected.

Impact : High

Outlook on achieving the overall goal is rather optimistic according to the stakeholders of the
project since the CGDES is now focusing on improving the quality of education. In fact, the rate
of enrollment, drop-out and completion of primary education has shown a slight improvement.

As a positive impact, it is identified that the “School for All” in Niger is now a model to
neighboring countries. From 2013 through 2014, several study tours for experience sharing were
held in cooperation with Burkina Faso, Senegal and Cote d’Ivoire. It is noteworthy that the
guidelines developed in Niger were utilized as a base in a project in Cote d’Ivoire. Through the

study tours, networking between the countries is being established, consequently it contributes to
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the school based management in West Africa as a whole in a great deal.

Sustainability : Medium

Sustainability in policy/institutional aspect is as mentioned in (1) Relevance. When the CGDES
monitoring system is institutionalized by the end of the project as planned, the whole system of
CGDES activity will be supported by the government of Niger. Thus, the sustainability in the
policy/institutional aspect is rather ensured but the project must reach the institutionalization of the
monitoring system.

In organization/financial aspect, the national budget has already been allocated to the monitoring
activities of CGDES as an outcome of the project’s effort. As for the FCC, close coordination
with local government is a key because FCCs are supported not only by the contribution of each
CGDES but also by the local government; however the local governments are not always
cooperative, as identified during the interview with FCC members. The project is currently
establishing a coordination committee with FCC and local government in the framework of the
forum approach. If the organization of this committee is expanded to other regions, that would
bring stabilization of the FCC.

CGDES at school level is supported by contribution of parents of students. It was found that
the parents became more cooperative because their awareness toward importance of school has
been increased considerably since the start of CGDES. On the other hand, in the pilot schools for
introduction of subsidy, some parents stopped their contribution to CGDES. In order to solve this
problem and to avoid such a negative effect, the project needs to ensure the quality of the training
on management of subsidy.

Otherwise, the introduction and management of subsidy by the project is widely recognized for
its effectiveness, so it will be applied as a model in 2800 schools in five regions in the framework
of the project supported by GPE/AFD. It will start in academic year of 2014 for four years. For
its successful outcome, providing the trainings before distribution of the subsidy is a key.

Effective coordination between financial and technical cooperation is expected.

In the technical aspect of the sustainability, acceleration of technical transfer concerning the
CGDES monitoring, and development of sustainable “Quality Minimum Package” is necessary.
While the technical transfer to C/CGDES in organization of monitoring meetings and workshops
have been ensured through the joint monitoring missions, C/CGDES has requested a capacity
development in data collection and analysis of CGDES activities. Furthermore, C/CGDES is not
yet fully capable to develop and evaluate their annual action plan, assessed by themselves. As for
the “Quality Minimum Package,” discontinuity of facilitators of the workbooks was identified.
Sustainability of the facilitators needs to be taken into consideration in the process of the model

development.

Factors promoting better sustainability and impact

(1) Thorough training at all levels
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The knowledge transfer in the various activities was successfully done through the simulation
method during training. It is a learning method by role-play of the participants, and it is very
effective in Niger where adult literacy is low. In addition, the trainings were cascaded to all

levels, down to community level, which made it possible to spread the knowledge thoroughly.

(2) Proper monitoring and sharing of it outcome
The activities of resource management with subsidy were properly monitored, and its outcome was
widely known to the concerned bodies. As a result, the project received a high recognition, so the

model is applied to other project supported by other donor organizations accordingly.

(3) Selection of trainees for training in Japan

After having participated in the training in japan, the counterparts showed more understandings and
cooperation toward the project. In fact, it was a strong backing of SG, one of the participants to
the training in Japan, that the national budget for the CGDES monitoring was allocated. It

explains the importance of selecting key persons for the training in Japan, at the right time.

Factors inhibiting better sustainability and impact

Concerning the capacity development of C/CGDES, it was found that the project office has been
in charge of collecting and analyzing the data of CGDES activity summaries, which is actually the
duty of C/CGDES. This problem had been already discussed between the C/CGDES and the
project office, and the transfer of this technical work started lately. Not having identified all the
skills to be improved among the duties of C/CGDES, it caused the delay of transfer of
skills/knowledge.

3-5 Conclusion

Among the 5 evaluation criteria, relevance and effectiveness are evaluated as high. Efficiency
is also high as the outputs are being produced properly while the project encountered some
difficulties in terms of input. As for impact, a rather optimistic outlook on achieving the overall
goal was identified, especially with the introduction of “Quality Minimum Package.” On the other
hand, sustainability remains to be strengthened particularly in the financial and technical aspects.
Transfer of skills and knowledge to the Niger side, and strengthening the coordination between
CGDES and local government need to be enhanced.

Otherwise, as mentioned in (2) effectiveness, revision of PDM is necessary in order to clarify the

orientation of the project, by re-organizing the outputs and activities and modifying the indicators.

3-6 Recommendations

)

Strengthening capability of C/CGDES and acceleration of technical transfer (for MEP/A/PLN/EC
and the Project)

In addition to the skills in data collection and analysis, C/CGDES needs to improve its capability

of developing, implementing and evaluating of an action plan. To do so, the project needs to
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develop a plan on technical transfer within six month and start the activities.

Strengthening the CGDES monitoring system and Ensuring the sustainability (for MEP/A/PLN/EC
and the Project)

It was found that the CGDES monitoring system is well functioning from regional to community
level through institutionalization of FCC, etc. Now it is the C/CGDES who should
monitor/supervise the regional level, and evaluates the CGDES activities nationwide. After that
the strategies, orientation of CGDES and a concrete action plan should be developed and
implemented. Moreover, for the sustainability of CGDES in the long term, integration of CGDES
guidelines with the teacher’s training curriculum is crucial. The C/CGDES needs to manage to

draw the budget for the monitoring of its introduction.

Strengthening the coordination between FCC and local government (for MEP/A/PLN/EC and the
Project)

Decentralization is a pillar of Niger’s Policy, to which CGDES activities contribute as its
strategic action. In order to make the activities more effective and sustainable, it is necessary to
strengthen the coordination with concerning bodies such as governor, local government and
educational offices, etc. Currently the activities to challenge educational issues at regional level,
through developing and implementing an action plan, are being tested in the form of sustainable
forum approach in Taoua Region. The project has to continue and evaluate the activities, and
demonstrate its effectiveness with an outlook of expansion. ~ Moreover, it is indispensable for the
MEP/A/PLN/EC to secure the budget for the expansion. For the fiscal year of 2016, it is by

March 2015 when the necessary costs must be determined and preparation needs to be started.

Developing an action plan toward the expansion of the pilot activities nationwide (for
MEP/A/PLN/EC, the Project and JICA)
(a) Pilot of Subsidy

It is becoming evident, based on the outcome of the pilot activities, that capacity development of

CGDES and concerned personnel is indispensable for the proper management of subsidy, and
ultimately for the improvement of school based management and quality of education. So the
model should be promoted for its institutionalization and expansion nationwide for any other
projects that come with subsidy. Therefore, the project needs to continue the pilot activities for
the further improvement in order to reach its ultimate goal of better quality of education.

(b) “Quality Minimum Package”

The positive result in learning achievement through the activity of the math workbooks was
observed by many stakeholders. The model of this package should be established with outlook of
its expansion, through more trials ensuring its effectiveness in learning improvement.
Furthermore, the positive outcome should be shared with all non-pilot areas through the workshop
of experience sharing, as a good example of improving the quality of education. Besides, since

the students made rapid progress in the workbook, JICA and the project are required to develop
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further contents rapidly.

Adjustment of activity for the secondary school (for MES and the Project)

In the Ministry of Secondary Education, an office in charge of COGES already exists but its
organization is not yet in process. As soon as the office is ready, the project needs to resume the
activity for establishment of a model of a functional COGES, applying the experiences of CGDES
of primary schools, by the end of the project.

Communications among the stakeholders of the project (for MEP/A/PLN/EC and the Project)

To produce the outcome of the project to the maximum, communication among all stakeholders
of the project is indispensable. Based on the action plan of the next six months (from August 2014
to February 2015) already developed, the project is expected to clarify who the leading actor is for
each activity in order for both the project office and the C/CGDES to better organize and coordinate
the project. At the same time, the activities of the action plan mentioned above should be broken
down into more concrete actions, and be shared at the monthly meeting of the project. Japanese
experts are encouraged to visit the C/CGDES more often, and arrange necessary meetings as the
activities demand.

In addition, to spread the project information, its outcome and particularly newly started

activities, it is necessary to mobilize all possible mediums such as TV and newspapers.

Revision of PDM (for MEP/A/PLN/EC, MES and the Project)
Based on the revised PDM proposed by the mid-term evaluation team, the project is expected to

discuss and finalize the revision at the JCC by the end of October 2014. An action plan should be

revised accordingly.

4 Lessons Learned

)

2

Effectiveness of bottom-up approach in the decentralization

During the phase 1 and phase 2 of the project, under the movement toward decentralization, the
system to support schools by community participation was established. Accordingly, the capacity
development of community was realized in order for them to become capable to identify and bring
up educational issues. At that point, the project began to build a system to share these issues with
administrative organs of each level up to the Ministry, in order to respond the community. The
whole structure was being formed this way, creating bottom-up pressure to the upper level. It can
be said that the bottom-up approach is effective in countries and areas who promote
decentralization but whose administrative management system and capability do not allow to make

actions toward decentralization.

Importance of networking with neighboring countries
In the movement toward decentralization in West Africa, the school-based management has been

implemented in each country, so there has been experience sharing through study tours. Learning
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the others’ activities and their outcome has a great impact such as creating a positive competitive

environment, and eventually producing a higher sense of ownership to the project.

Effective method of knowledge transfer in case of low literacy rate

In all the trainings, role-play is found to be very effective for stabilizing the knowledge. It is
noteworthy that in a country such as Niger where adult literacy rate is low, this method made it
possible to transfer the knowledge to the community level thoroughly. It could be a good example

as an effective training method for other countries and regions with low literacy rate.

Approach for the improvement of learning achievement, and importance of information sharing

In the activity of “Quality Minimum Package,” positive outcome was identified, such as an
increase in school hours thanks to the supplementary classes and improvement in learning
achievement by the introduction of the math workbooks. This success could be attributed to the
training effect it has on the facilitators/teachers, but more importantly, to its impact on the students
who came to know the joy of learning and to have a feeling of achievement through the progress of
the workbook. Having parents acknowledge the existence of serious learning problems of their
children is very important. This way it creates a high demand from the parents for the
improvement of educational quality. As a result, CGDES plans and implements the activities in
order to respond to the demand.

It is worth mentioning that the exercises in the math workbooks contribute to the improvement of
quality of teaching, through careful observation of the students solving the questions. While JICA
has been implementing many projects of teacher’s training for improvement of teaching quality,

this new finding provides a new potential.

5 Other remarks

Followed by the creating of the Ministry of Secondary Education, the three parties, the Ministry
of Secondary Education, the Ministry of Primary Education and JICA, have agreed on assigning the

director of the office of COGES of the Ministry of Secondary Education as a new member of JCC.
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