LESSONS TO BE LEARNED FROM THE JBIC PROJECT
A. Problems highlighted by the study of the JSSBC schools
1. The main problems identified by the study concern the physical condition and the location of the sites, the occupancy rates, the design of the buildings, the specification of materials, the standard of construction, the standard of finishes, furniture, water supplies and sanitation and maintenance.

1.1 Sites: While the majority of the sites were assessed as being suitable for construction and well located, a significant minority (20%) were assessed as being either unsuitable for construction or badly situated in terms of access for students.  A number of sites are unsuitable for construction or expensive to develop because of the terrain (steep slopes, prone to flooding, etc) and many are located away from population centres and are difficult to access by students.  There also seems to have been inadequate funding for site works on many sites.
1.2 Occupancy rates: Large numbers of the schools have either too many students or too few (see Table 1 for occupancy rates).  All schools were constructed with 9 classrooms giving a total student population of 360 in three streams if the standard class size of 40 is assumed.  However only 14 schools (7% of the total) had approximately the correct number of students, between 350/370.  9 schools (4.6%) had only enough students for a single stream, 3-classroom school (110/130 students), 9 schools (4.6%) had enough students for a two-stream, 6-classroom school (230/250 students) and 67 schools (34.5%) had too many students for a 9-classroom school (2 of these schools having twice as many students than provided for by the accommodation).  It would obviously have been more efficient and economic if the size of the schools had been more closely designed to fit the number of students in the schools’ catchment areas.
1.3 Design of buildings: There are a number of design problems the main one being the design of the roof.  All roofs are very complicated in design and difficult to build properly which must have contributed to the large number of leaking roofs and damaged ceilings.  The layout of the school buildings is also not very good with some buildings on all sites facing east-west.  In the tropics it is always advisable to orientate buildings north-south in order to prevent solar penetration in the mornings and afternoons and thus prevent overheating of rooms, especially classrooms.
1.4 Specification of materials: A number of problems have been caused by the specification of poor quality materials.  The main ones are door locks, window fittings and sanitary fittings especially taps.  In a great many schools doors do not close or lock and windows do not open because the fittings are broken.

1.5 Standard of construction: All the schools were constructed by contractors following the traditional bidding process.  The standard of construction was in the main quite poor even though the cost of construction was generally high.  A variety of construction problems were identified but the main ones were roof leaks, damage to ceilings and cracks to walls.  As noted above the roof designs were very complicated and this must have contributed to the many leaks.  However, many of the leaks must also have been caused by the use of poor quality clay tiles and bad workmanship.  The ceilings have been damaged in many places by the roof leaks but a lot of the damage has been caused by poor quality ceiling panels (fibre-cement and ply panels that are too thin) and inadequate fixings (fixings too near the edge of the panels.  The fibre-cement panels should not be used as they are very brittle and liable to split and vulnerable to vandalism (they should also be checked to ensure that they are not asbestos-cement panels which are a health hazard and should not be used).
There seem to be two major causes of cracking.  One is a design problem in that there is no reinforced concrete lintel immediately over doors and windows leading to cracking over these elements (the concrete ring beam is several courses of brick higher than the top of the window).  The other is a construction problem in that much of the cracking has been caused by settlement of foundations.  This has been caused on some sites by wet ground conditions or poor bearing capacity and on others by fill under buildings or the foundations not going down to firm ground.
While not taking away from the contractors the responsibility to construct good quality buildings, many of the construction problems could have been avoided if there had been adequate professional supervision which does not seem to have taken place.  If the construction had been properly supervised the contractors could have been forced to rectify many of the faults found before the schools were signed over to MONE.  

	  Number of Schools
	Percentage of Total
	No. of Students
	Occupancy Rate
	Appropriate size of School

	5
	2.5%
	No figures
	
	

	10
	5%
	Less than 110
	30%
	

	9
	4.6%
	110/130
	30-36%
	Single-Stream, 3 Classroom school

	43
	22%
	130 to 230
	36-64%
	

	9
	4.6%
	230/250
	64-69%
	Two-Stream, 6 Classroom School

	38
	19.5%
	250 to 350
	69-97%
	

	14
	7%
	350/370
	97-103%
	Three-Stream, 9 Classroom School

	42
	22%
	370 to 470
	103-130%
	

	7
	3.5%
	470/490
	130-136%
	Four-Stream, 12 Classroom School

	16
	8%
	490 to 700
	136-194%
	

	2
	1%
	700/740
	194-205%
	Six-Stream, 18 Classroom School

	Total 195 schools
	
	
	
	


Table 1: Numbers of students and occupancy rates in project schools

1.6 Standard of finishes: The standard of finishes in many buildings, particularly the painting and in some cases the electrical installations is very poor.  Some schools are not even finished.  Again, much of this could have been improved with proper supervision.
1.7 Furniture: The quality of furniture in many schools is poor and a lot of it is damaged or broken.  There also seems to be no mechanism for disposing of the broken furniture which takes up a lot of space in the buildings.

1.8 Water supplies and sanitation: There are problems with water supplies and sanitation at many of the schools.  There are problems with the actual supply, with the water supply system within the sites and with the quality of the sanitary fittings.  Most of these problems could have been avoided if the consultants had carried out their duties properly.  They should have ensured that an adequate drinking water supply was available (and if not ensured that a well was constructed on the site), that the water supply system to the toilets and the water supply system generally was properly designed and specified and that the construction was carried out properly and in accordance with the specifications.

1.9 Maintenance: There are maintenance problems at many if not most of the schools.  Most schools receive inadequate funding from government but even at schools that stated that they raised further funds for maintenance through BP3, very little maintenance seems to have been carried out.
B. Lessons to be learned from the study of the JSSBC project

1. A number of lessons can be learned from the study of the JSSBC schools that could be useful in the design and implementation of future school building projects.

2. These lessons can be summarised as follows:

3. Project Design: The project was designed to use contractors in the traditional way to construct the schools, supervised by civil works consultants and managed by PU Cipta Karya at the provincial level.  There have been numerous problems in the past with this method of procurement of school buildings and these include corruption in the bidding process for both contractors and consultants, sub-contracting of the construction work several times increasing the opportunities for corruption and reducing the amount of funding actually available for the construction, poor quality supervision of the work by both consultants and contractors, corruption within the project management at all levels, etc, etc.
With the decentralisation of government functions to the district level, school construction and renovation is now however the responsibility of Dinas P&K at the district level.  This gives an opportunity to use a different approach to school construction using communities and school committees to manage the process which should reduce the opportunities for corruption and improve the quality of the finished buildings.  This approach is being used by the World Bank in several school building and renovation projects and also by the government.  The results so far are encouraging in that good quality schools are being constructed or renovated at no greater or even lower costs than by using contractors.  The process also gives more local ownership of the school buildings and should encourage more involvement of communities in the maintenance of the buildings.  The use of this approach does however mean an increase in the amount of supervision and technical support available to the communities or school committees from qualified and experienced consultants.  Great care should be taken in the selection of consultants in order that properly qualified and experienced consultants are used.
Guidelines for the use of community participation in school construction and renovation are given in Attachment 1.

4. Site Selection: Many of the schools in the study were built on unsuitable sites with for instance steep slopes or problems of high water tables or flooding.  Sites should be selected carefully using the criteria established by MONE and engineering advice should be taken before sites are finally selected.  Sites should also be adequate in size and should allow if possible for future expansion of the schools.
The selection of suitable sites will reduce the cost of site works and also the possibility of problems in the future.

5. Site location: Care must also be taken in selecting sites that are easily accessible by students and teachers and that have sufficient students within their catchment area to make full use of the facilities available.  The size of the school should be determined by the number of students within the school’s catchment area; standard size schools should not be constructed.  For instance in remote rural areas it might be appropriate to construct single-stream, 3-classroom schools whereas in urban areas it might be more appropriate to construct 12-classroom or even larger schools.
6. Site development: The site development works should be carefully designed for all sites and included in the bidding documents.  Sufficient funds should be made available to cover the cost of site works, especially on difficult sites.

7. Building design: The design of the buildings should be simple, economic, easy to maintain and appropriate to their use.  The roof design in particular should be simple and easy to construct.  Measures should be taken to protect windows from solar penetration and provide adequate cross-ventilation in classrooms.  Buildings should be easy to arrange on different sites while maintaining a north-south orientation.
The accommodation provided should be evaluated.  It might for instance be better to provide a multipurpose room rather than a laboratory, which could be used more intensively for a range of purposes.  The need for expensive electrical installations should also be evaluated especially in rural schools.  If the schools are only used in the mornings then there seems to be little need for electricity (any science experiments requiring electricity can be performed using dry cell batteries) and many schools cannot use electricity as they do not have the funds to pay for it.  Generators installed in rural schools are usually too small and too expensive for the schools to run and maintain.

The detail design and specification of materials should be carefully considered.  Large single doors to classrooms for instance should be provided rather than double doors which usually fail.  Glazed floor tiles should not be used on verandas as they can become slippery and dangerous when it rains.  Good quality door and window hardware and sanitary fittings should be used.  They will be more expensive initially but will greatly reduce maintenance costs.  Dangerous materials such as asbestos should not be used.

8. Water supplies and sanitation: All schools should have a dependable drinking water supply and simple functioning toilets.  If there is no water supply on site then a gravity-feed system or a well should be constructed.  Schools should not be constructed in areas where it is impossible to provide drinking water.

Similarly, no schools should be constructed without simple functioning toilets.  If a piped water supply cannot be provided and for instance a well is constructed, then simple VIP latrines or pour-flush privies should be provided.

9. Furniture: In future projects, designs for simple but strong furniture should be used in a range of sizes to fit all students.  It should also be possible if necessary to make and repair the furniture locally.  A mechanism should be introduced to allow school principals to dispose of any badly damaged and unusable furniture.

10. Maintenance: Adequate funding (approximately 2% of the construction cost per annum) should be provided for maintenance.  If government cannot afford to provided this much money, local communities should be involved in the maintenance of school facilities and training should be given in raising funds for maintenance.  Training should also be given to communities and school staff in simple maintenance procedures.

11. Monitoring and evaluation: An efficient and independent monitoring and evaluation system should be set up before the project starts to ensure that all parties are carrying out their duties efficiently and effectively and that the standard of construction is in line with the project guidelines and as specified.  This does not seem to have happened in the JSSBC project and if it had, many of the problems would have been recognised and dealt with.
12. Finance: Many of the problems at the schools have been caused by the amount and method of financing.  For instance, the same amount of funding was provided for all schools no matter where situated or what the site conditions were.  Obviously schools situated in remote rural areas should cost more than schools in easily accessible urban areas and schools on flat sites should not cost as much as those on sloping or very wet sites.  In all cases however, insufficient funding was provided for site development works.  
The way that the Ministry of Finance releases funds has also caused problems.  The funds have to be expended within the financial year and if they are released late as they often are this means that the process of constructing schools has to take place within a very short period.
It would be much better in future projects if the process could take place over two years: in the first year, sites could be selected, consultants commissioned, designs prepared and if community are to be used, community development and socialisation takes place.  Then in the second year the actual construction of the schools can take place.

ATTACHMENT 1: COMMUNITY PARTICIPATION IN SCHOOL CONSTRUCTION & RENOVATION
A. 
Reducing corruption through the use of community participation in school renovation and construction projects
1. 
The use of community participation in school construction and renovation projects can reduce the opportunities for corruption.  The projects have however to be well designed and properly supervised and monitored and a pro-active stance against corruption has to be taken from the very beginning.

2. 
The construction process is prone to corruption because of the many opportunities for it to occur both in the pre-construction stage and during construction.  Taking out the bidding process and not using contractors for implementation greatly reduces the possibilities for corruption but places greater responsibility on project management, technical supervision and monitoring to stop corruption.

3.
All parties involved in the implementation process such as project management at all levels, civil works consultants and the communities themselves can be prone to corrupt activities and need therefore to be closely supervised and monitored.

4. 
In order to be really effective therefore, community-based construction projects need to give real incentives to the communities to carry out projects effectively and honestly and to be simple and transparent.  There need to be clear lines of responsibilities for all parties, clear and direct ways for communities and other parties to report any attempts at corruption and real sanctions for use against any persons engaging in corrupt activities.

5. 
Adequate time must be allowed for the preparation of the project and the community as a whole must be involved from the very beginning.  If school or community committees are required to manage the project these should be elected and be representative of the community as a whole in order to avoid small un-representative groups manipulating the project for their own benefit.

6. 
It must be recognised that collusion and corruption can occur at all levels within the project management including at the community level and the best protection against this is to make all transactions, particularly financial ones, simple and transparent.  If the community is kept informed of the budget, the procurement process for obtaining materials and labour and the amounts being spent this should help to both ensure transparency and provide disincentives to corruption.  

7.
The community must also have an effective way of reporting, preferably to an independent body, any perceived irregularities or corrupt activities.  Some reports of corruption will no doubt be false or exaggerated and all reports will need to be carefully and independently checked.

8. 
The success of a construction or renovation project will depend largely upon the ability of the civil works consultants to supervise the actual construction process competently and to monitor the finances independently and ensure that corruption does not take place.  It is essential therefore that the appointment of the consultants is free from corruption and that the consultants provide properly qualified and experienced staff to supervise and monitor the civil works.  

9. 
It is also essential that the civil works consultants ensure that their cost estimates for the construction or renovation work are accurate in order to ensure that surplus funds are not available during implementation that will encourage corrupt practices.  In order to do this the consultants will have to carry out site surveys, detailed surveys of any existing buildings that require renovation and prepare working drawings and detailed schedules of materials for the work.  They will then have to cost these schedules using actual costs of materials and labour that are available locally and recognise that costs, even for similar buildings, will vary from site to site and from year to year.  The project management will also have to recognise this and ensure that the project budget makes allowance for different costs at different sites.

B. Guidelines for Community Participation in School Construction & Renovation 
1. General
1.1 Because of economic constraints, the responsibility for school construction, renovation 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 costs 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 new or renovated 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 project, 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.  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 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 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 prevent 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 renovated 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 both for what facilities should be provided and for 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 
Training should also be given to both schools and communities in fund-raising for school maintenance and a programme for this should be developed by the community development consultants to operate at the same time as the training in maintenance procedures.  

2. Detailed Guidelines 

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 the 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 renovation 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.

2.1.3
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 representative of the community as a whole and should be elected by the community at public meetings. 

2.1.4 
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 hold regular public meetings to discuss the progress of the project and the disbursement of funds and it should be made clear at the beginning of the project that the committee will be accountable to the community for the funds expended and for the success of the project.   

2.1.5 A notice-board should be erected on the school site in a conspicuous position 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 or in selecting and acquiring sites for new construction;  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 and building surveys and preparing design and working drawings, site drawings, schedules of materials, cost estimates and contracts.   Renovation or construction work would then start in the second year while preparation work for the third year also takes place concurrently. 

2.2.2
Making the process a two-year one rather than a one-year one should ensure that communities, school committees, and consultants better understand what their roles and responsibilities are, that more accurate budgets are produced for each location and that more time is available for construction.  It might also be possible to renovate or construct more facilities because the real costs will be known more accurately.  It will also help to reduce the problems caused by the late delivery of funds in that all activities including construction will not have to be completed in one year (or in practice, much less than a year).

2.3 Budgets
2.3.1
Basic parameters should be established at the beginning of a renovation or construction 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 will vary greatly, the cost of materials will vary according to location, transport costs, etc, the water supply situations will vary at different sites and the 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
A detailed cost analysis should be carried out in each project district to establish the real cost of materials and labour in that district and to assist with the preparation of accurate 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 renovation 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
Great emphasis should be given in the socialisation, which should include the community as a whole, to community development and the role and responsibilities of the communities and school committees.  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
As stated above, the school committee should be elected by the community as a whole in public meetings to ensure that they are fully representative of the community.  The role of the school or village committee and their accountability to the community should also be explained to the community as a whole.  If the community (or members of the community) are prepared to donate land in order that a school or other facility is built in the village, then it should be made very clear that no payments for the land will be forthcoming from the school committee at a later date and no pressure should be put on the committee to make any payments.  The role of the committee in employing labour should also be explained and it would be best if labour is elected by the community at public meetings in order to avoid undue pressure being put on the committee in private.  The roles of both skilled and unskilled labour should also be explained together with their likely earnings.

2.4.3
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.    

2.4.4
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.

2.4.5
More emphasis should be given in the socialisation 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.  It should be emphasised that the committee members have no privileges, must be fully accountable to the community and that action will be taken against corrupt committees or individuals.  Training should be given to the community 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 assured and the consultants should preferably have experience of community-based projects.

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 than 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 but should be based upon locally available materials and labour.  It must be recognised by the consultants and the project management that costs will vary from site to site even for similar buildings and also from year to year and this must be reflected in the project budget.  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 community or school 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 if necessary to the construction consultants in the objectives of the project and 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 initial costs and long term maintenance costs.  It should be the consultants’ responsibility to lead the school committee and ensure that they take responsible decisions.

