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1. Introduction
1.1 A mission visited Indonesia in November/December 1999 to prepare the Basic Education IV Project.

1.2 The project is one of a series supporting the basic education programme in various provinces of Indonesia with this particular project proposed to be implemented in East Java, South Sumatra and West Sumatra Provinces.

1.3 The objectives of the project are to improve the quality of basic education, including strengthening of education management within a decentralised environment and to increase access to education, especially to junior secondary schools in poor and remote areas.  The project will be implemented at the district level based upon proposals prepared by the district education offices.

2. Terms of Reference
2.1 The mission was to: 

· Visit the three provinces and carry out a review of the draft proposals.

· Assist the preparation teams in the development of the quality improvement component.

· Assist in the preparation of the construction and school rehabilitation component to ensure that implementation will be carried out satisfactorily.

· Together with the Indonesian preparation team, develop the log-frame and   performance indicators for the project.

· Start the preparation of the Project Implementation Plans at the provincial level.

· Finalise the setting up of the JGF for project preparation.

3. Meetings
3.1 Meetings were held with the Director General of Secondary Education and with the Project Manager of the Project Co-ordination Unit and her staff in Jakarta.

3.2 Meetings were also held with the Provincial Project Preparation Team and preparation teams from eight Kabupatens in Padang, West Sumatra Province.  See Annex 1 for details.

4. Provincial Visits
4.1 The Implementation Specialist was, because of time restraints, only able to visit West Sumatra Province (see Annex 1).  Other members of the mission visited South Sumatra Province and the visit to East Java Province was postponed for reasons explained below.

4.2 While in West Sumatra Province, the Implementation Specialist visited two schools built under the World Bank Junior Secondary School Project in 1997/98 in order to check the quality of the work.  See Annex 2 for details.

5. Issues & Recommendations
5.1 East Java Province
5.1.1 East Java Province is one of the provinces where junior secondary schools have been built under the World Bank Junior Secondary Education Project.  The schools built in the 1997/98 programme were generally of a fairly low standard (see Implementation Specialists’ reports passim) and four schools at Panggul, Sumbermanjing, Prinkuku and Balongpanggang were particularly bad.  After the Implementation Specialist’s mission in October 1999, it was agreed that the school at Sumbermanjing should be closed down and work put in hand as soon as possible to rectify and complete the work at this and at all schools in the province.  From reports received from the PPIU in Surabaya, it would appear however, that very little work has been done so far and that the provincial education authorities are not taking the matter very seriously.

5.1.2 Recommendations: It was recommended and agreed with the Ministry of Education that the Construction Unit in the CPCU should prepare or approve a schedule of work required to rectify the faults at the four schools named above and that the mission to East Java Province for the Basic Education IV Project and implementation of the project should be postponed until outstanding work at the schools has been completed. 

5.2 School Mapping

5.2.1
Collection of school mapping data has started in all eight kabupatens in West Sumatra Province.  The data should however be checked and large-scale maps prepared showing the position of all existing primary and junior secondary schools.

5.2.2 Recommendations: When the four kabupatens for the first phase have been selected, the team from the Project Co-ordination Unit in Jakarta should hold workshops with the district preparation teams on the school mapping process, the preparation of kecamatan school maps to a scale of 1:25,000, primary school consolidation and the criteria to be used for primary school renovation and junior secondary school construction.  The Implementation Specialist has prepared a paper on school mapping for the other Basic Education Projects which has already been translated into Bahasa Indonesia and this should be used as the basis for the workshops (see Annex 3).

5.3 Junior Secondary School Construction & Matching Grants
5.3.1 It will only be possible to establish exactly where additional junior secondary school places are required when the school mapping exercise has been completed.

5.3.2 Recommendations: When the school mapping is completed, consideration should be given to constructing new junior secondary schools where required, especially in remote rural areas.  As was seen at MTs Muara Siberut (see Annex 1) there is support from rural communities for the construction of new junior secondary schools and consideration should be given to giving matching grants to these communities to assist them in the construction of new facilities.  However, if schools are constructed in this way, communities will require a lot of assistance with management and supervision of construction especially if they are situated in remote areas.  Funding for this supervision and management should therefore be built into the project costings from the beginning.

5.4 Site Selection for Junior Secondary Schools
5.4.1 As was seen at SLTPN No.4 X Koto (see Annex 2) and at other schools in other provinces in the Junior Secondary Education Projects, sites that were too small or otherwise unsuitable for junior secondary schools were used for the construction of new schools.

5.4.2 Recommendations: Any sites selected for junior secondary schools should be checked before they are approved and should comply with the criteria used for sites for the JSE projects, i.e. they should be at least 6,000m² in area, be easily accessible by prospective pupils, be reasonably flat, etc.

5.5 Water Supplies, Wells & Toilets
5.5.1 As in most primary and junior secondary schools visited in other provinces, none of the schools visited in West Sumatra Province had reliable clean water supplies or an adequate number of properly working toilets.

5.5.2 Recommendations: All primary schools that are renovated and any junior secondary schools that are constructed by the project should have a reliable source of clean drinking water (probably from a well) and an adequate number of appropriate, working toilets.

Wells if constructed should be at least 15 metres (30 metres if the site is very wet) away from any septic tank or soakaway and should be lined, have a concrete apron around and top that is raised at least 60cm above ground level.  Sufficient numbers of toilets for pupils of both sexes and teachers should be constructed and these should not rely on a running water supply if a dependable supply is not available.  Appropriate designs for wells and toilets should be provided by the civil works consultants when appointed.  Construction details of a typical concrete lined well are given in Annex 4.

5.6 School Maintenance
5.6.1 None of the schools visited in West Sumatra Province have been properly maintained and at least one school (see Annex 1) has had new buildings constructed when existing buildings could have been renovated.  

5.6.2 Recommendations: It has now been agreed that a more realistic amount of money (minimum Rp2 million) will be given to all schools for maintenance in the province.  The civil works consultants when appointed should prepare maintenance manuals for both primary and junior secondary schools and give basic training to school staff and members of BP3 in maintenance in order to ensure that the money for maintenance is properly used.

ANNEX 1:
VISIT TO SCHOOLS IN WEST SUMATRA PROVINCE

1. General

1.1 West Sumatra Province was visited between November 25th and November 27th 1999 by the two joint Task Managers, the Implementation Specialist and members of the Project Preparation team from the Ministry of Education in Jakarta.  Meetings were held with Kanwil staff, the Provincial Project Preparation Team and preparation teams from the eight Kabupatens.  

1.2 Only four Kabupatens will be included in the first phase of the project and presentations were made by the eight Kabupaten teams of the school mapping data that they have collected and prepared so far, prior to the selection of the first four Kabupatens.

1.3 A short discussion was led by the Implementation Specialist of the need for the collection accurate data during the school mapping process, the need for large scale (1:25,000) maps for locating existing primary schools and the use of the data in the primary school consolidation and renovation process and in the siting of new junior secondary schools.

1.4  Kabupaten Padang Pariaman was visited on November 25th and 26th 1999 and primary schools and junior secondary schools were visited.

2. Visit to Kabupaten Padang Pariaman

Plate 1: SDN No.35, Lembar Pasang, Kecamatan Songhai Limau: general view

2.1 SDN No.35, Lembar Pasang, Kecamatan Songhai Limau: This is a U-shaped, 6 classroom primary school with an office and a store (full of rubbish) on a small site in the middle of a village. There is also a house on the site used by the head-teacher.  The school has 153 pupils, a head teacher and six teachers.  The school is an INPRES school built in 1975 and is constructed of rendered brickwork up to window cill level with open, timber-framed openings with steel mesh over and corrugated steel roof sheets.  Floors are finished with cement screed and verandas are supported on timber posts.  Toilets are situated at the end of the building.  Only one toilet is working and a well that is full and supplies water for the school, is situated in the toilet enclosure.  One classroom and the office have had new roof sheets.  The rest of the school buildings require new roof sheets, painting and some minor repairs.  The basic structure of the buildings is sound but the roof overhang at the rear is too small and rain drives into the rooms.  This should be rectified when the school is re-roofed.  New toilets and a new well (that should be situated at lest 15 metres away from the toilets) should also be built.

2.2 SLTPN No.2, Kecamatan Sungai Lunan: The school has 485 pupils and 31 teachers and is situated on a 1-hectare site shared with a primary school.  There are a number of buildings constructed at various times and in varying states of repair.  There is a library building that is derelict and not used; a 7-classroom building of which 4 classrooms and an office are not used and 2 classrooms of which have no roof; a newer 3-classroom building; and laboratory (not used) and classroom building, very close to the previous one.  There is also a musholla, another fairly new building containing a library, an office and a room for BP3 and a new 2-classroom building.   

Plate 2: SLTPN No.2, Kecamatan Sungai Lunan showing derelict classrooms

Plate 3: SLTPN No.2, Kecamatan Sungai Lunan showing derelict toilets

Only 9 of the existing classrooms are usable and it should be noted that, rather than repairing existing buildings, new buildings have been constructed using valuable site space.  There is a toilet building that is partly derelict, only one toilet and a urinal being used.  There is a well in the toilet building and an electric pump that is not working.  The school buildings are generally built of rendered brickwork with timber windows, timber or concrete veranda columns and corrugated steel roof sheets.  There has obviously been very little maintenance of the school buildings and most of the old buildings are in a bad state of repair.  The laboratory is not used because there is no water and the library was locked up and the key could not be found.

2.3 MIN and MTs Muara Siberut, Kampung Dadok, Kecamatan Sei. Geringging: The schools are on a small site on top of a hill in a small, remote village in a heavily wooded rural area.  Children come to the schools from small villages spread over quite a large area.  The schools were reached after a long walk down a dirt road (the road was closed because of the rain).  The MIN is located in a large open shed with a dirt floor, a corrugated steel roof on timber framing and timber boards for walls at low level.  The MTs is in a similar building that has a thatched roof, low level stone walls and a dirt floor.  Paket A and Paket B classes are also held in the MTs building in the afternoon.  Both buildings have adequate numbers of basic furniture.  There were 25 pupils actually attending the MTs and the MIN has 135 pupils and 7 teachers.  

The schools were started as private schools 3 years ago and were taken over by the government this year.   AGAMA will be building one classroom for the MTs next year.  There are no toilets and water comes from a stream below the school.  The children at the MIN have food supplied by a health project.

Plate 4: MTs Muara Siberut, Kampung Dadok, Kecamatan Sei. Geringging showing the outside

Plate 5: MIN Muara Siberut, Kampung Dadok, Kecamatan Sei. Geringging showing the interior 

2.4 MTsM Koto Tinggi: This is a private MTs founded in 1955 when the original 4-Classroom building was constructed.  The school has recently been extended with an Office, Staff-room, Library and teachers’ toilet at the front of the original building and the original building has been re-roofed.  The school has 100 pupils and 12 teachers and the children pay Rp36,000 a year in fees.  One of the classrooms is not used.  The school is on a small flat site next to rice paddies on the edge of a village.

The school is constructed of rendered brickwork with fairly small glazed timber windows and a very high corrugated steel roof.  There is no ceiling (the classrooms are very noisy when it rains) and the ridge leaks in places.  The school is very clean and obviously well looked after and has an adequate supply of good quality furniture.  The teachers’ toilet has running water but the children get water from a well at the back.  There are plans to build a toilet near the well but it was pointed out to the Head teacher that the toilets should be at least 30 metres (the site is very wet) away from the well i.e. at the back of the site, to avoid contaminating the well.

Plate 6: MTsM Koto Tinggi showing general view of school buildings

ANNEX 2:
SCHOOLS BUILT UNDER THE WORLD BANK JUNIOR SECONDARY EDUCATION PROJECT IN WEST SUMATRA PROVINCE
1. Two schools built by the World Bank JSE Project were visited to assess the quality of

construction.  These were:

2. SLTPN No.4, VII Koto, Kecamatan Sungai Sarik, Kabupaten Padang Pariaman: This 6-classroom junior secondary school was built under the World Bank Sumatra Junior Education Project in 1997/98.  It is positioned on a large site on the edge of a village.  There are 200 children in 3 streams in Class 1 and 2 and there is no Class 3 yet.  The school is constructed of rendered brickwork with concrete columns, glazed timber windows, tiled floors and verandas and painted corrugated steel roofs.  There is an Administration building, a 2-Classroom building, a 4-Classroom building, a Laboratory, a Musholla and a Library.  The buildings have electrical installations but only the Library has a supply.  There is a village water supply but it does not run regularly or often.  There is an elevated concrete rainwater tank (without a cover) behind the 4-Classroom building that was full of water (and rubbish).  There is also a Head Teacher’s House which is in use and two teachers’ quarters that are not in use.  

Plate 1: SLTPN No.4, VII Koto, Kecamatan Sungai Sarik, showing cracks to walls and beams

There are bad cracks to the walls probably caused by the brickwork panels being too large for the thickness of the brickwork.  There are also cracks to some of the concrete roof beams.  The finishes are not very good: the roof sheets and ridge pieces are badly fixed and have been painted but it is not evident if the correct primer has been used.  The ceilings are not very level, the floor tiling is not very good and some tiles are loose.  The joinery and the door hardware are poor quality.  Paths have been constructed connecting the buildings and the concrete veranda columns are adequate in size and finish.  Although the site is quite large, the Laboratory and the 2-Classroom buildings have been positioned very close together.       

The school has requested an additional 3-Classroom building for next year for Class 3.  If they do not get it they will start afternoon sessions for Class 3.

Plate 2: Plate 1: SLTPN No.4, VII Koto, Kecamatan Sungai Sarik, showing close proximity of Laboratory and 2-Classroom buildings

3. SLTPN No.4 X Koto, Kecamatan X Koto, Kabupaten Tanah Datar: This 6-classroom junior secondary school was built under the World Bank Sumatra Junior Education Project in 1997/98.  It is positioned on a very constricted site between two rivers on the edge of a village.  The school only opened this year and there are 105 children in 3 streams in Class 1; there is no Class 2 or 3 yet.  There are 11 teachers.  It is constructed of rendered brickwork with concrete columns, glazed timber windows, tiled floors and verandas and painted corrugated steel roofs.  There is an Administration building, two 3-Classroom buildings, a Musholla, a Laboratory a Library and a separate toilet building.  The buildings have electrical installations but there is no electrical supply.  There is a village water supply but it does not seem to reach the school.   There is also a Head Teacher’s House which is in use and two teachers’ quarters and a student dormitory that are not in use because there is no water or electricity.

The standard of construction is much better than at SLTPN No.4 VII Koto (see above) especially the roof construction that is very good.  The contractor has built a lot of site works including a long retaining wall to the bank of one river as well as paths and steps connecting buildings.  There are some crack to walls but these are due to the size of the wall panels rather than to construction faults.  The doors and door hardware are not very good quality.  The school is very clean and well kept.  The main problem is the size and shape of the site: another three classrooms will be required if three streams are to go through the school but any extension of the school will be very difficult due to the size of the site.

Plate 3: SLTPN No.4 X Koto, Kecamatan X Koto, showing ground falling away at end of site

Plate 4: SLTPN No.4 X Koto, Kecamatan X Koto, showing close proximity of buildings at end of site

Plate 5: SLTPN No.4 X Koto, Kecamatan X Koto, showing retaining wall to river to one side

ANNEX 3: 
SCHOOL MAPPING, PRIMARY SCHOOL CONSOLIDATION & RENOVATION & THE ROLE OF CONSULTANTS

A comprehensive planning process has to be gone through before any decisions can be made as to what primary schools in any Kecamatan can or should be renovated.  The process starts with the preparation of a detailed school map, followed by proposals for the closure and consolidation of primary schools and only then can proposals be made for the renovation of selected primary schools.  Details of these steps are given below:

1. SCHOOL MAPPING

1.1 The school mapping data so far produced by the Kecamatans showing the location of primary and secondary schools, numbers of pupils in each age group, numbers of teachers, preliminary assessments of the condition of school buildings, etc must be completed and updated and checked for accuracy first by the Kabupaten DPIUs and then by the Provincial PPIUs.  If there are any doubts about the accuracy of the data, then an independent audit should be carried out.

1.2 The locations of all schools, primary and secondary, government and private should then be positioned and shown accurately on large scale Kecamatan maps.  The schools should be numbered in the school mapping reports in the number order that they appear on the maps.  The maps included with the school mapping data are too small and unclear and it is suggested that maps to a scale of 1:25,000 should be used.  These should be available from either BAKOSURTANAL or from the Data Centre (PUSDATA) of the Ministry of Works.

1.3 An accurate, large-scale school map will be the key to the success of the Basic Education Projects primary school consolidation and renovation programme.  School mapping however, should be seen as part of the Kabupaten and Kecamatan school planning process.  The school maps and data are planning tools to be updated annually and used by the education authorities for the planning of new schools, the renovation of existing schools, the allocation of teachers, etc and not just for use in the Basic Education Projects. 

1.4 Distances between primary schools to be consolidated should be shown in the school mapping reports together with the total number of classroom buildings (Units) and the total number of classrooms (Lokals) at each school.

2. PRIMARY SCHOOL CONSOLIDATION

2.1 In almost all Kecamatans, some primary schools could be closed and consolidated with other schools on the same site or on a nearby site.  Consolidation is seen as essential to give greater efficiencies in running, staffing and maintaining primary schools and thus savings in the Government’s recurrent budget.  One of the main objectives of the Projects is to assist the Government in rationalising the distribution of primary schools and eliminate the large number of under-utilised primary school facilities and the inequalities in the distribution of teachers.

2.2 In most of the original Kecamatan proposals very few, if any, primary school consolidations have been proposed.  When the school mapping data has been updated, revised and checked, the proposed programme of primary school consolidation in all Kecamatans should be re-examined and the maximum possible number of school consolidations should be proposed.  It should be fairly obvious visually from the large scale school map which schools can be consolidated but four types of consolidation should be considered:

· Consolidation of small schools on the same site to form one single stream primary school of approximately 240 pupils with one head teacher, one religious and sports teacher and six class teachers.

· Consolidation of two small schools on sites within 1½ kilometres of one another through the closing of one of the schools to form one single stream primary school of approximately 240 pupils with staffing as above.

· Consolidation of large schools on the same site to form one multi-stream primary school with one head teacher, one religious and sports teacher and the requisite number of class teachers.  

· Consolidation of a group of primary schools in close proximity to one another.  If for instance there are six schools very close to each other, then it might be possible to close one or two of the schools depending upon the total numbers of pupils.  Staffing per school should be worked out on the same basis as above.

2.3 All these measures will give savings in classrooms, head teachers and class, religious and sports teachers and give greater efficiencies in running and maintaining schools.

2.4 Schools vacated after consolidation could be used for new junior secondary schools (if the sites are big enough), community education centres, kindergartens, etc.  Local government should re-allocate the land for these purposes if necessary.

2.5 In rural areas there are bound to be some small schools that it will not be possible to combine with other schools.  They will however be very expensive to run as primary schools with six classrooms and the standard number of teachers.  They should be considered as ‘SD Kecil’ and two solutions should be considered for this problem:

· Schools with up to 100 pupils should operate as three classroom schools with three teachers teaching two classes each.  A school office should also be provided.  Any surplus classrooms should be demolished if in bad condition or used for other purposes if in good condition.

· Schools with up to 45 pupils should operate as one classroom, one teacher, multi-grade schools.  The classroom should be larger than standard and there should be a school office.  Any classrooms that are in bad condition should be demolished or used for other purposes if in good condition.

2.6 Both these measures should provide savings in classrooms and teachers and give greater efficiencies in running and maintaining schools.  They will however have implications for teacher training, as teachers will have to be able to teach multi-grade classes.

3. PRIMARY SCHOOL RENOVATION

3.1 When the primary school consolidation plans for each Kecamatan are complete, proposals should be made for primary school renovations on an annual basis.  

3.2 Priority for renovation should be given as follows:

· First to primary schools that remain in a community after consolidation (Sekolah Penerima) and that are in bad condition (either Rusak Berat or Rusak Total).  The consolidation process will not be easy and it could be difficult to persuade communities to accept primary school closures.  They might accept closures more easily if the schools that are left after consolidation are then completely renovated with good quality buildings, toilets, clean water and furniture.

· The next priority should therefore be other Sekolah Penerima schools even if they are not in really bad condition (the cost should therefore be much lower).

· Priority should then be given to other schools that are in bad condition (Rusak Berat or Rusak Total).

· Renovation should not depend on whether a school is in a ‘Gugus’ that is being supported by the Projects.

3.3 A whole school concept should be used when considering the renovation of primary schools.  All buildings should be renovated to the same standard whatever their present condition.  Functioning toilets and clean water supplies should be provided, as should all necessary furniture, equipment, staff houses (these should be renovated if required) and teachers.  Any buildings that are in very bad condition and unused (staff quarters are quite often in this condition) should be demolished.  

3.4 Preliminary costings for the proposed primary school renovations should be included in the annual plans, based upon the standard descriptions of condition, Rusak Berat, Total, etc but should also include estimates for toilets, clean water supplies, staff housing etc.

3.5 When renovating small primary schools (SD Kecil), only those classrooms that are required should be renovated (see paragraph 2.5 above).  In cases where there are 45 pupils or less, it might be more cost-effective to demolish the existing classrooms (especially if they are in bad condition) and build a new, one-classroom school.

4 CONSULTANTS

4.1 A Construction Unit will be set up in each PPIU that will be staffed by a competent firm of Civil Works Consultants.  The Consultants will be engaged to manage and supervise the renovation and construction work and will provide support at three level:

· Construction Supervisors who will work at the Kecamatan level and in schools.

· Construction Co-ordinators at Kabupataen level to supervise and co-ordinate the work of the Construction Supervisors.

· A Project Architect at Province level to supervise all construction work.

4.2 The Construction Supervisors will provide direct assistance to School Committees involved in primary school renovation together with supervision of the works, training of School Committees, etc.  The Supervisors will supervise a maximum of five school sites or an equivalent amount of private school matching grants, organise materials and labour contracts, control expenditure, etc. The number of Supervisors in any Kecamatan or Kabupaten will depend upon the number of primary school renovations or matching grants, the distance between schools, etc.

4.3 When preparing their annual plans for primary school renovation, the Kabupaten authorities should take into consideration the fact that the Supervisors should only supervise five sites and try and group schools to be renovated so that the Supervisors do not have to travel long distances between sites.

4.4 The Construction Co-ordinators will co-ordinate and supervisor the work of the Supervisors.  The number of Co-ordinators required will depend upon the number of Supervisors in any Sub-District(s) or District(s).  

4.5 The Construction Supervisors’ first task will be to carry out detailed surveys of all the schools to be renovated and produce any necessary working drawings, schedules of materials, etc for the renovation work and any new work such as toilets and wells.  They will also prepare detailed estimates of the cost of the work (to be checked by the Co-ordinators) that will then be fed into the annual plan and give a more accurate picture of the cost of primary school renovation for the year.

Figure 1: Typical Kecamatan map showing various types of consolidation to be considered.
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