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A. INTRODUCTION
1. General
1.1
The Government of Indonesia is executing a US$28.8 million World Bank managed Dutch Trust Fund that provides School Improvement Grants to Indonesia’s poorest and most disadvantaged primary and junior secondary schools.  All types of schools are to benefit from the programme (public and private, secular and religious).  Some grants are directed towards schools that face the additional burden of providing education services to refugee populations. The bulk of the grants, however are provided for rehabilitation of existing school buildings.  The Dutch Government envisages further assistance for school improvement in subsequent years if the current programme is successful.

1.2 The School Rehabilitation Specialist has visited Indonesia twice in the period November 2001 – April 2002 to assess the progress of the programme and the particularly the quality of the renovation work at the programme schools.

2. Objectives of Assignment
2.3
The two main objectives of the School Rehabilitation Consultant’s assignment were to: 
1)
Assess the quality of school rehabilitation undertaken using School Improvement Grants and to assess the value of the technical supervision provided by the GOI financed civil works consultant companies.

2) 
Lead a study to:

· Assess community participation in grant-financed school rehabilitation activities under the SIGP

· Compare and contrast this with community-led rehabilitation under other programmes and projects and draw up a list of lessons that have been learned

· Review the comparative cost effectiveness of community managed rehabilitation vis-à-vis rehabilitation carried out by contractors and managed by Public Works

· Publicise the findings to stakeholders

· Draw up practical guidance for future community-led school rehabilitation, repair and maintenance  
3. Tasks
3.1
The Consultant was to undertake two visits to Indonesia over the period November 2001 – April 2002.  The Consultant was to work with CIMU consultants who have conducted a considerable amount of monitoring of the SIGP over the last year and:

· Conduct field visits to schools engaged in SIGP rehabilitation projects. 

· Analyse and summarise existing CIMU findings on rehabilitation.

· Hold extensive discussions with CIMU, programme implementers and other stakeholders.

· Produce three reports.  

4. Outputs

4.1
Two reports were to be produced at the end of the first visit:

· A report based on field visits and an analysis of CIMU findings that assesses the quality of SIGP financed rehabilitation works and the value of technical supervision available to schools.

· A short report that sets out an agreed design for a study of community-led school rehabilitation, including detailed tasks for the CIMU consultants concerned, timing of activities etc.

4.2 A third report was to be produced setting out the results of the study that:

· Examines the rationale for community-led rehabilitation

· Reviews the comparative cost-effectiveness of community-led rehabilitation against the usual practices involving contractors and PU.

· Guages the understanding and practical application of the intended community participation in the rehabilitation process.

· Assesses the degree to which SIGP guidelines, training and supervision have assisted communities in completing their school rehabilitation activities as planned.

· Draws on experience gained of this and other programmes and projects to identify good practices and set out clear lessons that can be extended to future community managed school rehabilitation activities across districts and across project/programme types.

· Identifies the means to enhance school level community participation and ownership in continuing school maintenance and operation
· Includes a draft booklet of simple practical advice that can be distributed to projects, programmes, districts, communities, donors, etc that are involved in community participation in school rehabilitation, repair and maintenance.

· Sets out an agreed dissemination programme for CIMU to publicise findings to government agencies involved in school rehabilitation projects and programmes and those in government and the wider community responsible for repair and maintenance.

5. Progress of the assignment
5.1 Preliminary assessments of the quality of the school rehabilitations and the value of the technical supervision were made in the School Rehabilitation Consultant’s reports of December 2001 and March 2002.  

5.2 Survey instruments for a more extensive study to be carried out in two districts by the Central Independent Monitoring Unit’s engineers during April and May 2002 were designed prior to and amended during, the Consultant’s trip in February and March 2002.  This study was to encompass school rehabilitations carried out by the School Improvement Grants Programme (SIGP, 30 schools) and the following projects funded by the World Bank: the West Java Basic Education Project (WJBEP, 9 schools), the Junior Secondary Education Project (JSEP, 8 schools) and the Early Childhood Education Project (ECDP, 11 kindergartens).  It was also to include for purposes of comparison, some rehabilitations funded by local government and carried out by contractors (DAU, 10 schools).
5.3 The CIMU engineers have now carried out the study of the 68 schools and kindergartens where rehabilitation or construction work has taken place and this report sets out the findings of this study together with the Consultant’s previous findings.

5.4 What remains now is for CIMU to publicise the findings of this study and for the Consultant to prepare a practical guide for future community-led school rehabilitation, repair and maintenance projects or programmes.  This guide will be the subject of a later report.
B. RESULTS OF THE STUDY
1. The rationale for community and school-led rehabilitation
1.1 Where communities and schools have been free to implement the renovation work themselves and have done so effectively, the study has found that this has generated feelings of pride and achievement in the work carried out and a degree of ownership of the facilities and this must be beneficial to the school, the pupils and the community and is an important reason for making schools and communities responsible for the rehabilitation work.  

1.2
It was also found that construction or renovation work carried out by school committees and communities led to improvements in the quality of the work at little extra or even reduced costs (see 2. below).

1.3
A further reason for giving schools and communities the responsibility for construction and rehabilitation work is the increased transparency of the process.  If the school and community are involved and are kept informed both of the budget, the procurement process for obtaining materials and labour and the amounts spent this should help to both ensure transparency and provide disincentives to corruption.
2. Cost-effectiveness of community and school-led rehabilitation
2.1 The work carried out at most schools by school committees or communities was seen by the engineers to be at least as good as that carried out by contractors.  Equally importantly all the communities interviewed were very satisfied with the result of the renovations and with the quality of the work compared to that carried out by contractors.  The communities also thought that the work compared favourably in terms of value for money compared to that carried out by contractors.
2.2 The quality of the work as estimated by the engineers at the schools visited ranged from average to good.  No fundamentally bad quality work was seen although the finishing work in some cases was poor.  This seemed in most cases however to be a result of lack of funds rather than a lack of skill or capacity.

2.3 The best built schools were constructed by WJBEP but these were also the most expensive and had more supervision than most of the other schools. See Table 1 below.
2.4
The kindergartens constructed under the Early Childhood Development Project were generally well built but the finishing, particularly the joinery was in many cases not very good.  It should be noted however that the construction supervisors generally had more sites to supervise than in the other projects.

2.5
The school buildings constructed by the Junior Secondary School Project were also generally well built but again the finishing was in many cases not very good. 
2.6 The renovations carried out under the SIG Programme were generally the least expensive and while the quality of the finishing was also generally the lowest, this seemed to be the result of lack of funds rather than a lack of skills.  See Table 1 below.
2.7 As can be seen from Table 1, even though the cost of rehabilitation under WJBEP and ECDP was higher than that for the local government funded rehabilitations (DAU), the cost of those for JSEP and the SIG Programme were much lower and the average cost for all renovations was lower than that for local government funded renovations carried out by contractors.  It should also be borne in mind that the higher costs are probably as much a result of how the civil works consultants estimated the cost of renovations initially as to the actual costs.  It appears that the consultants were still treating the school and community-based projects in the same way as contractor-built projects and were thus over-estimating the costs.  

2.8
Table 1 can only give an indication of comparative costs as it contrasts primary schools with junior secondary schools and projects such as WJBEP where the funds available for each school were quite large and SIGP where the funds were very limited.  
	Funding Agency
	Maximum Cost M²
	Minimum Cost M²
	Average Cost M²

	WJBEP
	Rp1,179,585
	Rp430,943
	Rp887,810

	ECDP
	1,042,726
	478,574
	697,659

	JSEP
	658,824
	105,740
	367,889

	SIGP
	554,237
	82,418
	283,862

	Average Cost M²
	
	
	559,305

	
	
	
	

	Local Govt. (DAU)
	920,158
	400,000
	575,168


Table 1: Comparative costs per square metre

2.9 When the rehabilitation work carried out by communities and school committees in the projects under study was compared to that carried out by contractors for a donor-funded junior secondary school building project completed in the late 1990s in West Java Province, it again compared very favourably.  The schools built by this project were very expensive but the quality is very poor.  Walls are cracking, roofs are leaking, toilets and water supplies are not functioning, etc only 3 years after completion.

2.10 On cost and quality of work there seems therefore to be a very good case for making schools and communities responsible for renovating and extending their schools in future projects and programmes.  Budgets for construction or renovation should however be based on the work required at each school instead of being standard grants.  The condition of individual schools will vary greatly, as will the condition of toilets and the availability of water and it is virtually impossible therefore to provide a standard grant that will be appropriate to all schools.
3. Community participation in the rehabilitation process
3.1
The construction and rehabilitation of school buildings in SIGP, WJBEP and JSEP were all implemented through school committees set up for the purpose.  The ECDP was implemented through the LKMD, the village projects committee.  The school committees were usually headed by the school principal and some had teacher members but all of the committees had representatives on them of parents and the local community.
3.2
All committees also set up technical committees with both school and local community members and usually with an experienced local builder or artisan as its head.  These technical teams were assisted in all four projects by construction supervisors.
3.3 The actual work at most of the schools in the study (apart from those funded by local government and carried out by contractors) was carried out by workers from the local community with an experienced local foreman (mandor).  Most schools found all the necessary labour from within the community; over 90% of the schools in SIGP, JSEP and ECDP and 66% of WJBEP schools found all their labour in the local community (it should be noted that some schools built by WJBEP were new junior secondary schools serving a number of villages and obtaining sufficient labour locally could have been difficult).
3.4
All communities in the four projects studied made some contribution to the cost of the school rehabilitations either in the form of cash or labour (but usually labour).  These ranged from 25% of schools in JSEP, 36% of schools in SIGP and 89% of schools in WJBEP and ECDP.  The cash or equivalent value of contributions ranged from Rp7.5 to Rp15million.  

3.5 Although one of the construction supervisors’ jobs was to advise on and sort out any problems with implementing the school rehabilitations, most communities in the four projects (50% of JSEP schools and 70% of the other schools) stated that they had some input into resolving the problems.

3.6
Most communities therefore understood what their role was to be in the process and most significantly all communities at the schools studied stated that they wanted to have and to be involved in, similar school rehabilitation projects in the future.  The community participation aspect of all the projects studied can probably therefore be seen as a success.
4. The role of SIGP guidelines, training and supervision
4.1 Where the SIGP guidelines have been followed (as in Kabupaten Samarang), the rehabilitation programme seems to have been fairly successful: 1) The kabupaten (or that part visited) seemed to be quite poor and the schools selected were in the main in poor villages and/or in a bad state of repair.  2) School representatives were invited to ‘socialisation’ events at the kabupaten headquarters and given copies of the guidelines.  3) They then prepared proposals for their schools which were amended by the District Committee only in matters of detail.  4) The schools then set up their own Technical Teams who were allowed to implement the renovation programmes without interference but assisted by the civil works consultants.  5) Most importantly, there appears to have been no major leakage of funds.  

4.2
Where however the guidelines have not been followed (as in Kabupaten Ponorogo), the story is quite different: 1) most parts of the kabupaten visited did not give the impression of being particularly poor and several of the schools visited should not have been given grants either because they are in obviously prosperous areas and/or they were not in a particularly bad state of repair.  2) Programme guidelines were not handed out at the first ‘socialisation’ meeting and school representatives had no choice but accept the District Committee’s interpretation of the guidelines.  3) At one school the work had been completed but no agreement had been signed although this completely contravenes the guidelines. 4) At another school funding had been given for renovation work even though the school had already received funding from another source and the work proposed did not conform to the guidelines. 5) At all schools the District Committee tried, usually successfully, to impose their own nominees (who were members of the local contractors association) on the schools as the Technical Team.  These contractors then undertook the renovation work with little or no local input using funds withdrawn by the Principals but giving no receipts.  This again contravenes the guidelines. 6) There was evidence from the schools visited that the District Committee had increased unit rates for renovation work above market rates in collusion with the consultants and the contractors.  7) There was also evidence from CIMU’s investigation that banks would only allow withdrawals by the Principal against a letter from the District Committee, again contravening the guidelines and accusations were made by some Principals that money was given to contractors and consultants for distribution amongst all parties at kabupaten level.  8) The District Committee did not ensure that the consultants were carrying out their duties properly.

4.3 There appears to have been very little or no training carried out by the civil works consultants in any of the kabupatens.  Under their terms of reference they were supposed to carry out on-the-job training of builders and artisans and also training for the School Committees.  Neither of these seems to have happened in either of the two of the kabupatens mentioned above.  It is obviously very important that, if schools and communities are to undertake the renovation of school facilities, they receive adequate expert technical assistance particularly in preparing their proposals and in supervising and managing the construction.  At the schools where this has happened, both schools and communities have found this to be very useful.

4.4
The Project Management Unit should therefore in future: 1) ensure that the selection process for schools to receive grants is carried out in a fair and accountable manner; 2) monitor the programme to ensure that project guidelines are followed and 3) ensure that the civil works consultants perform according to their terms of reference.
5. School and community participation in school maintenance and operation
5.1 Although all four projects included in the study had a high level of school and community involvement in the school rehabilitation work and this seems to have produced some degree of ownership of the facilities, it is not clear how much responsibility the communities involved now feel for the ongoing maintenance and operation of the facilities. 
5.2 There appear to be a variety of reasons for this: 1) the communities in some projects were not involved in the very early stages and were not involved in the decision making concerning which facilities were to be rehabilitated, etc; 2) the facilities are still seen as belonging to the school or kindergarten and are not seen as belonging to the community, to be used by the community for alternate uses when not being used by the school; 3) their ongoing responsibilities for the facilities were not stressed at the start of the project and 4) much of the ‘socialisation’ in the projects was left to the civil works consultants who are not experts in community development.

C. GOOD PRACTICE FOR COMMUNITY PARTICIPATION IN SCHOOL CONSTRUCTION & REHABILITATION
1. General
1.1 Because of economic constraints, the responsibility for school construction and maintenance must increasingly be transferred from central government to local communities.  One effect of this could be to ensure that new schools are built where the demand for education is greatest and where parents are prepared to contribute most but another effect could be to perpetuate or increase disadvantage: those parents least able to afford to contribute will also be those least likely to be able to afford to keep their children in school for the full primary/secondary cycle.  There are ways of addressing this problem, with for example the percentage of matching funds required to ‘prove’ eligibility for resources being adjusted according to local socio-economic status or non-monetary inputs from the community (such as land for building on or building materials) being counted as legitimate evidence of commitment and demand.  The problem must however be recognised and addressed.


1.2
Any expectation of community involvement has also to consider what gender impact this might have and whether other equity consequences might occur.  Research on the impact of cost-sharing on education demand indicates that the direct and indirect costs of education are already too high for many poor communities to pay and the  introduction of new fees in the form of demands of time, materials or money for school development has to be carefully assessed.  The enrolment or attendance benefits must outweigh the costs for these development initiatives to be acceptable. 

1.3 All other things being equal however, the use of community participation has many benefits in terms of greater ownership and thus responsibility for maintaining the buildings when complete, reduction of initial construction costs, reduction of the possibilities for corruption and increases in capacity building and local employment generation. 
1.4
Educational facilities can also form an excellent base for a range of family and community services as well as education and with the provision of appropriate meeting rooms, offices, etc can have significant outreach functions and can become the focus of the community.  It must be clear to all involved however that the facilities can be used by the community for purposes other than education.
1.5
When preparing a community-based or school-based school construction or renovation projects, it is essential that civil works expertise is available to the educationalists and others preparing the project from the very beginning in order that appropriate designs and materials for the proposed buildings are used and that appropriate civil works supervision and management are built into the project from the beginning.  It should be borne in mind however that there is a possibility of conflict between the ‘experts’ view of acceptable standards and what may be desirable and acceptable by the local community and this may impede the desired outcome of local ownership.

1.6
It must be recognised that there are costs to be borne in community-based projects or programmes: the management and supervision costs will be much higher than the cost of supervising established contractors, the standard of finishes may well be lower than those of contractor-built schools (but need not necessarily be) and the construction time for the buildings may be longer.  Two areas where communities can contribute and help reduce costs without affecting quality are in the provision of local materials such as timber, sand and aggregate and in the provision of labour for site development, clearing the site, landscaping, etc.

1.7
There are also a number of other issues that have to be faced when preparing a community-based project or programme:

· Great care must be taken in the selection of the communities to be involved.  The communities must be fully informed of the amount of work and time that will be required of them and of the amount of materials that they will have to provide.  Only when this is fully understood and agreed to should the final selection of sites be made.

· The scale of the development should be kept small in order that the communities are fully able to understand the project and provide adequate labour and materials to complete it.

· The methods and materials to be used to construct the buildings should be simple to understand, appropriate for their use, locally available and familiar to both the communities and the artisans working on the project.

· Factors such as the farming cycle, that will have an impact on the availability of labour, and the effect of a long rainy season on construction work, must be taken into account at the project planning stage and adequate time must be allowed for the completion of the project.


· An analysis of the local economic cycle should be made that includes an analysis of the gender division of labour and any possible effects within and between families if family members are taken from their normal activities.  The effect on different age groups may also be significant, if for example parents are forced to rely on the labour of their children to undertake daily routine activities while they are working on the school buildings.  This may have an impact on the existing school attendance patterns and may result for example in girls being withdrawn from school for child-care or other domestic duties, or boys being withdrawn to take over some of their father’s productive activities.
· It must be recognised that most projects will be directed to the poorest sections of society and it will usually be necessary to pay people to provide labour.  Subsistence farmers for instance cannot be asked to leave their farms for long periods and not be paid as they will have to buy the food that they would otherwise grow.  A system of paying for labour should therefore be built into the project from the start and this should pay adequate attention to gender norms and ensure that neither men nor women are unduly advantaged compared to the other.  Short term community labour for clearing sites, etc could however be provided as a community donation.
· Sufficient time must be allowed in the initial stages of the project for project planning and for the preparation of documentation (surveys of existing buildings, preparation of drawings for new or renovated buildings, schedules of materials, etc), for detailed costings to be made of the work and for the procurement of materials and equipment.  This is very important and if due allowance is not made the success of the project will be threatened.  
· Due allowance must also be made for the way finances are released and the effect that this may have on the programming of construction.

· Adequate transport must be provided for project staff and if necessary, materials.
· Corruption is always a risk in any construction programme and the involvement of the community should be seen as one way of reducing this risk.  The flow of funds should be transparent and the community should be kept fully informed of progress and disbursements and be able to report independently of the project management, any suspected corrupt activities.
· Accurate records of payments and materials must be kept in order to avoid corruption, misuse of funds and theft and to assist in monitoring the cost of the project.
1.8
In future projects the recipient communities should be involved at the very beginning of the project process and make the decision as to what facilities will be rehabilitated and what they can or cannot be used for.  The community ownership of the facilities should be stressed together with the community’s ongoing responsibility for the maintenance and operation of the facilities.  Community development consultants who are expert in this sort of socialisation should be involved at the very beginning of the project and continue to be involved throughout, working closely with the civil works consultants.

1.9
Minimum standards should be set for school facilities.  All schools for instance should have functioning toilets and dependable water supplies but a decision will have to be made as to whether primary schools in particular require an electricity supply.  Buildings should, as stated above, be simple both to build and maintain and minimum standards should be set for what facilities should be provided and for both construction and finishes.

1.10
The civil works consultants should prepare simple and easily understandable construction manuals to assist the communities in the construction process and it might be necessary to carry out training of the community and local artisans in improved construction techniques.
1.11 
The civil works consultants should also prepare simple maintenance handbooks for the schools and communities to use and give them training in simple maintenance procedures.  It would probably be a good idea to give particular training in and overall responsibility for maintenance to a member of staff.  The ‘penjaga’ or security officer would seem to be a good candidate for this especially at junior secondary schools where they usually have a house on site.
1.12 
At all schools visited the principals stated that they never have sufficient funds available to pay for all the maintenance required.  If government cannot provide sufficient funds for school maintenance this has to be faced and the responsibility for maintenance transferred to schools and communities.  Training for school staff and communities in fund-raising for school maintenance would then be useful.  An interesting model that might be followed is that of an EC-funded primary school rehabilitation project in Vanuatu.  In this project, before rehabilitation of any school started, the community was informed that once the rehabilitation was complete the school would be handed over to them and would become their responsibility.  They were told that the school could be used for community purposes but its running and maintenance costs would have to be provided by the community.  A maintenance handbook was developed for the schools and workshops were given at each school in both maintaining the schools and in raising funds to pay for maintenance.  An NGO with experience in community development was involved with the project throughout and the project seems to have been fairly successful.
2. Specific Issues 

2.1 Transparency and Accountability
2.1.1 Corrupt practices by officials not only distort development efforts, they also create disillusionment within the communities they purport to support.  The undermining of school development initiatives because of inappropriate interventions and selection of favoured companies to provide technical inputs or materials has been evident where suitable checks are not in place and construction projects present one of the most high risk activities for corruption.
2.1.2
The involvement of the community in the construction or rehabilitation process should be recognised as probably the most effective way of stopping corruption through their supervision and monitoring of the project and communities must be empowered to do this independently of the project management.

2.1.2 A school or community committee should therefore be set up to manage and be accountable for the project.  The chairman of the committee should be a community member not the school principal to avoid any concentration of power in the school; the principal should probably act as secretary of the committee.  The treasurer of the committee should also be a community member and the other members of the committee should be parents and teachers.  All members of the committee and all workers on the site, including supervisors and foremen should be elected by the community. 

2.1.3 The flow of funds must be transparent and fully accountable.  Funding should flow directly to the committee who should open a special bank account for this purpose.  Detailed accounts should be kept of all transactions and payments by the treasurer of the committee.  The treasurer should be assisted in this by the construction supervisor who should counter-sign all orders and payments for materials and payments to workers.  The civil works consultants at the district and province level should monitor the finances and the work of the committee and of the construction supervisor.  Detailed accounts counter-signed by the construction supervisor should be submitted monthly by the committee to the project management.  The committee’s accounts should be regularly audited by an independent auditor.  The committee should also hold regular public meetings to discuss the progress of the project and the disbursement of funds.
2.1.4 A notice-board should therefore be erected on the school site in a conspicuous place showing all funding received and a summary of progress and payments made which should be updated regularly.  The community should be able to report any irregularities or any attempts at corruption directly to the funding agency rather than through the project management in order to avoid any collusion within the project and instruments should be put in place at the beginning of the project to allow this to happen.  

2.2 Project Preparation and Planning

2.2.1
Much more time should be allowed for project preparation and planning.  The first year of the project should be spent on 1) identifying and selecting schools for renovation; 2) community development work with the school committees and communities by specialist consultants; 3) selecting and contracting the civil works consultants; 4) the communities with the assistance of the civil works consultants, deciding what buildings will be renovated or constructed at each school; 5) the civil works consultants carrying out site surveys, building surveys, working drawings, site drawings, schedules of materials, cost estimates and contracts.   Renovation work could then start in the second year while preparation work for the third year could take place concurrently.

2.2.2
This should ensure that school committees and communities understand better what their role and responsibilities are, more accurate budgets will be produced for each location and possibly more facilities will be able to be renovated because the costs will be more accurately known.  It will also help to reduce the problems caused by the late delivery of funds in that all activities will not have to be completed in one year (or in actual fact, much less than a year).

2.3 Budgets
2.3.1
Basic parameters should be established at the beginning of a renovation programme both for what work can be carried out and for the quality of the work and the finishes.  These should be flexible enough to allow for differing needs at different schools but should also establish basic quality standards that will avoid excessive expenditure.  The veranda floors and walls finished with glazed tiles for instance at some schools are very attractive (although there is a safety issue with the glazed floor tiles used externally) but are also very expensive and this money could probably be better spent elsewhere.  If schools or communities require this standard of finish, they should be prepared to pay for them.

2.3.2
Site conditions at the project schools vary greatly, the cost of materials vary according to location, transport costs, etc, the water supply situations vary at different sites and budgets for construction and renovation work must reflect all these factors.  

2.3.3
Detailed and accurate budgets should be established for each school after surveys have been carried out and schedules of materials and estimates for labour prepared.  The estimates should include the cost of any necessary site works, the cost of water supplies and toilets, etc.  Budgets should not be based upon contractor’s estimates for construction or bills of quantities.

2.3.4
Detailed cost analysis should be carried out in each project province to establish the real cost of materials and labour and assist with the preparation of detailed budgets for the renovation and construction work.  

2.3.5
The measures outlined in 2.3.3 and 2.3.4 will assist in preventing over-budgeting and corruption in the project.

2.3.6
Future programmes should make the money available at any school depend on the amount of rehabilitation or construction work necessary rather than being a standard grant.  This however will require more technical assistance to be available to schools at an earlier stage of the process in order to establish the amount of work necessary at each school.

2.4 Community Participation, Socialisation and Training
2.4.1
Much more emphasis should be given to community development and the role and responsibilities of the school committees and communities.  The requirements of each school and the necessary budget should be established together with what the communities are prepared to contribute to assist the process and what the communities will receive back in terms of facilities that they can use, etc.  Specialised community development consultants should be employed to assist with this process.  

2.4.2
Information and training should be given to communities both in their responsibilities during the construction of the buildings (provision of labour and materials, in clearing sites, back-filling, etc) and in their responsibilities for running and managing the buildings at the end of the project period and in providing operating costs for payment of teachers, materials and maintenance.    

2.4.3
Training should also be given to communities both in raising funds for covering the operating costs and in maintaining the buildings themselves.  Civil works consultants should prepare maintenance handbooks for the buildings and carry out training of the communities in maintenance and community development specialists should assist with this training and carry out training in fund-raising for school maintenance and operation.

2.4.4
More emphasis should be given in the training to the community’s role in the prevention of corruption by monitoring progress and expenditure and reporting independently of the project management any suspected corrupt practices.  Training should also be given in the use of any instruments put in place to report any suspected corrupt practices.

2.5 Civil Works Consultants
2.5.1
If the buildings are to be built by the community or by local artisans managed by the community or school, the need for competent, professional and full-time supervision and management of the project and of individual sites by civil works consultants will be essential and this must be available throughout the construction period.  There is a definite correlation between the amount of technical assistance and supervision available to schools and communities and the final quality of the work.  Adequate technical assistance and supervision must therefore be ensured.
2.5.2
The traditional role of the contractor in the management and supervision of construction will be missing and will have to be replaced by civil works consultants who should have a good understanding of local customs, culture and social norms.  The documentation for community-based projects should be simpler and easier to understand that that required for traditional contractor-managed contracts.  The consultants should carry out detailed surveys of each location both for renovations and for site works, prepare simple schedules of materials (not bills of quantities) for the school committees and construction supervisors to use for ordering materials and prepare detailed cost estimates and contracts for each location based on the site surveys, the priced schedule of materials and estimates of labour costs.  These estimates should not be based on contractor’s prices.  The consultants should also assist in the prioritisation of the work necessary at each location and try and ensure that the school committee concentrates on the work specified in the project guidelines.
2.5.3
The construction consultants will also need to exercise some financial control or monitoring in order to ensure that the funds for construction are properly expended and accounted for.  The accountability of the construction consultants to the school or community must be ensured and their accounts must be monitored independently.
2.5.4
The construction supervisors at each site should have at the minimum a 3-year diploma in construction or engineering and 5 years work experience in construction.  It should be their responsibility to lead the school committee and ensure that they take responsible decisions and they should have the experience and standing to do this.

2.5.5
In areas where the sites are dispersed or where communications are difficult, the numbers of construction supervisors should be increased in order that all sites receive adequate supervision and management.  All construction supervisors should have their own transport in order that they can carry out their duties properly; they should not have to rely on public transport.

2.5.6
Training should be given to the construction consultants in the objectives of the project to ensure that they do not treat the project as being the same as a traditional construction contract.  The consultants should then work closely with the community development consultants in ensuring that these objectives are met.
2.6 Detail Design, Construction and Maintenance
2.6.1
The facilities should be simple and economic to construct and equally importantly, to maintain.  Maintenance costs are very important as increasingly school committees are going to have to be responsible for maintaining their schools.  The facilities should also be appropriate for their use and for the climatic conditions to be encountered.  The civil works consultants should ensure that the materials specified are used and that school committees do not use materials that will lead to high costs initially and long term maintenance costs.  It should be the consultants’ responsibility to lead the school committee and ensure that they take responsible decisions.

2.6.2
The provision of electrical installations in primary schools (and rural junior secondary schools) should be re-examined.  Primary schools are usually only used in the mornings when electricity is not required for lighting and unless the schools are used for other activities in the evenings then the provision of a complete electricity installation can hardly be justified.  The money spent on electricity installations could probably be better spent on renovating additional schools.  If schools are to be used in the evenings for community activities then one or two classrooms only could be wired for lighting or solar powered installations could be considered.

2.7 Water Supplies and Sanitation
2.7.1
The civil works consultants should assess the cost of providing drinking water on each site and ensure that there is sufficient funding in the budget to cover the real cost of providing deep wells, pumps, long connections to gravity feed systems, etc.  

2.7.2
The consultants should also ensure that the minimum distance between a well and a septic tank and soakaway is 15 metres and on wet sites or sites with very loose soil, at least 30 metres to avoid any possibility of cross-contamination.  On sites with a very high water table, the consultants should ensure that septic tanks are built in such a way that they do not leak (the thickness of the walls should be increased and the walls should be rendered internally) and a different design of soakaway should be used that is raised above ground level (a mound soakaway), has open joints to the pipes, planting to the mound (to assist evapo-transpiration), etc. 
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