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A. General
1.
CIMU is responsible for monitoring the second phase of the School Improvement Grants Program (SIGP 2).    The Program involves providing substantial, one-off grants to 2,875 poor schools in 60 districts.  It is anticipated that schools will spend most of their grants on the rehabilitation of physical facilities.  As in SIGP 1, all civil works carried out are to be managed by the school committees themselves, drawing on community resources.  

2.
One important aspect of the monitoring task involved is the monitoring of the construction advisory services.  The Program Management Unit (PMU) is contracting these services centrally and the process of procurement through local competitive bidding is almost complete.  Ten firms, each responsible for a discrete geographical area will shortly be engaged.  Their activities can be expected to commence within the next month.  Each firm will field a Project Team Leader, several Construction Coordinators and teams of School Construction Advisers (SCAs) to provide technical assistance to schools receiving School Improvement Grants.  The terms of reference for the firms specify the expected numbers of technical staff, their qualifications, time on task and the roles they are supposed to undertake.

3.
CIMU will monitor the construction advisory services in two ways: through the visits to schools conducted by the Regional Independent Monitors (RIMs) and through a special study.  The RIMs will make a series of visits to a sample of schools and will inspect the work of the SCAs.  Where possible they will meet the SCAs in the course of their visits, but since the SCA work schedules are not yet know, the chances of coinciding cannot be predicted.  RIMs will therefore assess the construction advice on the basis of interviews with members of school committees and their technical teams and observations made during school visits.  More thorough scrutiny of the construction advisory services will be carried out by means of the special study.

B. Study of Construction Advisory Services

1. Purpose of the study
1.1
The purpose of the study is to assess the quality of service and value for money provided by the construction advisory firms involved.  The study is intended both as an impartial summative evaluation and as a formative means of assessing the performance of the firms, so that the PMU can manage their contracts.  Thus interim findings from the study will be made available to the PMU as it progresses, through CIMU’s monthly reports.  

2. Scope of the study
2.1
The study should cover all ten firms, but should look in depth at a sample, the size of which will be determined by the resources and time available and defined in the study design.  Two CIMU Construction Management Consultants will devote most of their time to this study.  Inputs can be expected from other CIMU consultants and RIMs only as their other work permits.  However, since the study will be conducted within CIMU, it is expected that the consultants principally involved will feed into the study findings from RIMs and other members of CIMU.  

2.2
The local consultants involved in the study will provide monthly updates on progress and salient findings to fit in with the schedule of the CIMU monthly reports to the PMU.  The final product of the study will be a report in English and Indonesian, which will be published as a Warta CIMU Special Issue in September 2003.  

C. Terms of Reference

1. General

1.1
The CIMU Construction Management Consultants have already done work on devising research questionnaires for the study, but the overall structure of the study and the detailed planning and scheduling requires further refinement.  

1.2
The School Rehabilitation Specialist will, over the course of two visits to Indonesia totalling three weeks and a further three weeks working from home, plan the study, supervise its implementation and write up the English version of the study report.  The timing of these inputs will be determined by the deadline for the publication of the Special Issue report.

1.3
The first visit by the School Rehabilitation Consultant will take place 24-28 February 2003.  A second visit is provisionally scheduled for April.  The first visit will be narrowly focused on the study of construction advisory services.  During subsequent inputs the School Rehabilitation Specialist will, in addition, assist CIMU in assessing broader aspects of SIGP 2, in particular, the quality of construction and renovation achieved through the use of the grants.

2. Tasks
2.1
By the end of the first visit the School Rehabilitation Specialist will have:

a) 
Agreed with members of CIMU and the PMU a list of key indicators against which the performance of the construction advisory firms can be assessed. 

b) Agreed with the CIMU Construction Management Consultants a detailed study design that satisfies the broad aim of monitoring all the construction advisory firms and closely scrutinizes a sample of School Construction Advisers.  This design will

· State the objectives

· Explain the methodology

· Specify the sample

· Define the roles and responsibilities of the personnel involved

· Set out a schedule for the various stages of the study and deadlines for the monthly updates and final report. 

c) Discussed the purpose and plans for the study within CIMU and with the PMU. 

d) Produced a short report to be used as a working document, detailing the above.  This should be submitted to the CIMU Team Leader and discussed at a mutually convenient time (the Team Leader will be in Jakarta for most of March).  Terms of reference for the School Rehabilitation Specialist’s future inputs will also be discussed at this time. 

D. Meetings
1. 
Meetings were held with the CIMU Construction Management Consultants to discuss the design and purpose of the study and later to discuss the draft design for the study.
2. 
Meetings were also held with the PMU to discuss the proposed study and the key indicators against which the performance of the construction advisory firms could be judged.
E. Summary of Report

1. Study of Construction Advisory Services
1.1
Objectives of the Study
1.1.1 
The broad objectives of the study will be to assess:

· Whether the civil works consultants selected to provide advisory services to the schools meet the requirements of the terms of reference in their contracts.

· How well the civil works consultants are performing the tasks set out in their terms of reference.

· Whether the civil works consultants are providing value for money in the provision of their services or whether there might be more cost-effective ways of providing these services.

1.1.2 
The detailed objectives of the study will be to assess:

· The effectiveness of the TLs, CCs and SCAs in carrying out their roles in the school renovation process in the four Districts included in the study.

· The quality of the completed renovations and the influence of the work of the SCAs in particular on the quality of the renovations in the four Districts included in the study.

1.1.3
Full details of the proposed study are given in Annex 1 below.
2. Key Indicators
2.1 A list of key indicators against which the performance of the construction advisory services can be judged was devised and discussed and agreed with the PMU.
2.2 Details of the indicators are given in Annex 2.

3. School Designs for Papua
3.1 At one meeting with the PMU, the School Rehabilitation Consultant was asked about designs for simple school buildings constructed of timber that could be used in Papua.
3.2
The SRC stated that he had in England drawings for simple timber school buildings that could be built by communities that had been prepared for a World Bank education project in the Solomon Islands.  He agreed to send copies of these drawings to the PMU on his return to England if this was acceptable to the British Council.

ANNEX 1:
PROPOSED STUDY OF THE SCHOOL CONSTRUCTION ADVISORY SERVICES
A. Background to the Study
1. 
The broad goals of SIGP II are to assist the Government in its efforts to improve the quality of teaching and learning environments in Indonesia and to strengthen community participation and school-based management.

2.
The programme will provide one-off grants to some of Indonesia’s poorest and most distressed primary and junior secondary schools in 60 districts and it is anticipated that the schools that receive grants will spend most of the funds on the renovation of the physical fabric of the schools.

3. 
The renovation work will be managed by the schools themselves with the involvement of the local communities.  In order to provide technical assistance to the schools and quality control for the renovation process, the government will contract civil works consultants on a regional basis to provide advisory services.

4. 
There will be 10 regional technical assistance contracts covering the 60 districts.  The consulting firm appointed for each region will provide a Team Leader (TL) for the whole region, a Construction Co-ordinator (CC) for each district within the region and a variable number of School Construction Advisers (SCAs) in each district depending on the number of schools to be renovated.  

5. 
Within Java and Sumatra the SCAs will each be responsible for 10 schools; in Region 8 the SCAs will be responsible for 5 schools and in the remaining Regions the SCAs will be responsible for 8 schools.  The SCAs should visit each of the schools for which they are responsible at least 4 times during the course of the renovation work.

B. Objectives of the Study
1. 
The broad objectives of the study will be to assess:

· Whether the civil works consultants selected to provide advisory services to the schools meet the requirements of the terms of reference in their contracts.

· How well the civil works consultants are performing the tasks set out in their terms of reference.

· Whether the civil works consultants are providing value for money in the provision of their services or whether there might be more cost-effective ways of providing these services.

2. 
The detailed objectives of the study will be to assess:

· The effectiveness of the TLs, CCs and SCAs in carrying out their roles in the school renovation process in the four Districts included in the study.

· The quality of the completed renovations and the influence of the work of the SCAs in particular on the quality of the renovations in the four Districts included in the study.

C. Structure of the Study
1. 
The study will be carried out by CIMU’s two full-time Civil Works Consultants (CWCs) assisted by two part-time CWCs and the School Rehabilitation Consultant (SRC) as necessary.

2. 
The study will be in two parts: 

3. 
Part One: In the first part, the CWCs will compare the management structure, qualifications, cost and performance of all ten consulting firms using data provided by the Project Management Unit (PMU), the Regional Independent Monitors (RIMs) and the individual consulting firms.

4. 
The CWCs will compare the management structure put in place in each region and the qualifications of the staff employed by the various consultants using data supplied by the RIMs and the individual consulting firms.

5. 
The CWCs will assess the comparative cost of the ten regional consulting firms in terms of their total cost, the cost per school and the cost per SCA using data provided by the PMU and the individual consulting firms.  

6. The CWCs will establish whether the consulting firms are providing value for money in the provision of their services by: 1) comparing the total cost of the renovations against the cost of providing the advisory services in each District and seeing whether this is a reasonable percentage; 2) dividing the total cost of providing the SCAs in each District by the number of schools to give a cost per school and establishing whether this is a reasonable percentage; 3) comparing the cost of providing the SCAs against the total cost of each of the consulting firms (which will give the overhead cost of providing the SCAs) and establishing whether this is a reasonable percentage.

7. 
The CWCs will assess the performance of all the consulting firms in terms of the numbers of visits to each school made by each SCA and the quality of the completed school buildings using data provided by the RIMs.

8. 
The CWCs will also monitor the supervision of the consultants carried out by the PMU.

9. 
Part Two: The second part will be a study in depth of the performance of four of the consulting firms in four Districts.  The four districts will be: Kabupaten Kuningan in West Java, Kabupaten Grobogan in Central Java, Kabupaten Kupang in East Nusa Tenggara and Kabupaten Muna in South East Sulawesi.  The CWCs will observe directly the management structure and the performance of the TLs, the CCs and the SCAs in the four Districts and assess the quality of the completed buildings in those districts.

10.
The CWCs will spend six weeks in each District shadowing the SCAs and observing and assessing their work and the work of the CC in that District.  The CWCs will also monitor and assess the performance of the consultant’s TL in relation to the CC and the SCAs in each District.

11.
The CWCs will accompany the SCAs in their visits to schools and in their meetings with School Committees and Technical Teams and observe and assess their work in advising the Committee and/or Team on the renovations required, in making surveys of existing buildings, in preparing working drawings, schedules of materials and estimates of the cost of the work, in supervising the work and in providing any other management roles required.

C. Tasks
1. 
The CWCs’ tasks will include:

· Interviewing the RIMs about the performance of all of the consulting firms and correlating the results of the questionnaires evaluating the work of the consultants completed by them on their second visit to the school sites.

· Interviewing PMU staff about the performance of all the consulting firms and correlating the information provided by the PMU on their supervision of the consultants and on the staffing and cost of the consultants in all ten regions.

· Interviewing the consulting firms and correlating the information provided by them on their management structure, staffing, costs, etc.

· Preparing questionnaires for use in the field.

· Making extended visits to each District included in the study and accompanying the SCAs in these Districts on their school visits.

· Observing the work of the TLs, CCs and the SCAs in the four study Districts.

· Assessing the role, effectiveness and cost of the civil works consultants, particularly the TLs, CCS and the SCAs.

· Assessing the quality of the finished renovations or construction.

· Producing monthly reports giving details of the progress of the study.

· Extracting any lessons from the organisation and performance of the civil works consultants that might be useful for future projects.

· Producing a draft report and then a final report, assisted by the SRC, that summarises their findings and sets out guidelines for the use of civil works consultants in future projects.

D. Methodology
1. 
The detailed study will take place in four Districts in four different Regions and will focus on the work of the TL, CC and the SCAs in each District.

3. 
The detailed study will examine the management structure of the civil works consultants in each of the Districts covered; looking at for instance: 

· How many CCs and SCAs were under the direction of the TL?

· How many SCAs were under the direction of each CC?

· How many school sites were the responsibilities of each SCA?

· What supervision structure was established by the TLs and the CCs?

· What reporting system was put in place?

4. 
The TLs, CCs and SCAs will all be interviewed about their roles and responsibilities in the provision of the advisory services.

5.
Each school included in the study will be visited at least twice: once during

the renovation process together with the SCA order to assess the quality of the advisory services and once when renovation is completed in order to assess the quality of the renovations or construction.  The number of schools visited in each District will depend upon the programme of the SCAs and probably not all schools will be visited although the work of all the SCAs in the District will be assessed.

6. 
The School Committees and Technical Teams at each school visited will be interviewed about the performance of the consultants, particularly that of the SCAs and about the quality of the completed renovations or construction.

E. Time Table for the Study
1. 
The general study will start in March and the detailed study will start in April 2003.   
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2. 
Extended study visits to Kabupaten Kuningan and Kabupaten Grobogan will take place in April and May and to Kabupaten Kupang and Kabupaten Muna in May and June 2003.

3.
The collection of data for all ten regions from the RIMs, the PMU and the consulting firms will start in March and must be completed by the end of July 2003.  A draft report will be completed by the end of August and the final report will be completed by the end of September 2003.   

F. Information to be collected
Note: much of this information will be obtained from the PMU, the individual consulting firms and from the RIMs’ reports.  The CWCs should concentrate therefore on observing and assessing the work of the TLs, the CCs and the SCAs in the Districts included in the detailed study and on collecting data relevant to the management and quality of the consultancy services and the quality of the finished buildings in those Districts that is not obtainable from other sources.

1. General
1.1
The age, qualifications and experience of the TL, the CCs and the SCAs.

1.2 Whether any training had taken place of the consulting firms’ staff concerning the aims of the programme and the duties and responsibilities of the various members of staff and if so what this training had consisted of and whether it was useful.

1.3 Whether all members of the consulting firms’ staff had their own transport and if not how they visited sites (especially remote ones) and carried out their duties.

1.4 How often the TLs had visited the districts and the school sites and what their role was during these visits.

1.5 How often the CCs had visited each school site in their district, the length of the visits and what their role was during these visits.

1.6 How often the SCAs had visited each school site, the lengths of the visits and what their role was during these visits.

1.7 The relationship between the SCAs and the School Committees and Technical Teams at each school site.

1.8 Whether the SCAs had produced school visit reports and regular progress reports for the CCs.

1.9 Whether there had been any interventions by the District Committees in the work of the consulting firms’ staff, particularly the SCAs or whether there had been any other constraints on the work of the SCAs. 

1.10 Whether the CCs had produced regular progress reports for the Team Leader.

1.11 Whether the TL had produced regular progress reports for the PMU.

1.12 Whether there was a mechanism for reporting problems to the PMU.

2. Quality of Renovations
2.1 Whether there were major differences in the quality of the finished facilities in each District or between Districts and if so, what the reasons were for these differences.

2.2 Whether there were major differences in the quality of the finished facilities between regions i.e. between schools managed by different consulting firms and if so, what the reasons were for these differences.

2.3 Whether there was any correlation between the quality of the completed facilities and the age, qualifications and experience of the SCAs i.e. was the quality better where the SCAs were more qualified and/or more experienced.

2.4 Whether there was any correlation between the quality of the completed facilities and the number of visits made by the SCAs i.e. was the quality better where the SCA made more visits.

3. Quality of Renovations at each School Site

3.1
Whether the renovations at each school site were a sensible solution to the school’s problems, did they follow the guidelines and were they a sensible use of the funds available.

3.2 The overall quality of the work at each school site should be assessed using the standard instruments that are also used by the RIMs.

3.3 It should also be established whether the renovations met any local safety and building code requirements.

4. Quality of Consultancy Services at each School Site
4.1
Whether the consulting firms had provided site books in which the SCAs (and the CCs) recorded their visits and their activities during the visits.

4.2 Whether the SCAs had assisted the School Committees with the preparation of the original proposals.  If they did not, then why not.

4.3 Whether the SCAs had made revisions to the proposals at a later date.  If they did, establish the reason i.e. the original proposals did not follow the programme guidelines, etc.  

4.4 Whether the SCAs had carried out surveys of the school buildings and site and had advised the School Committees on repairs, renovations and extensions.

4.5 Whether the SCAs had prepared working drawings and schedules of materials for the proposed renovations.  If they did, then how detailed were they and were they useful to the School Committee or Technical Team. 

4.6 Whether the SCAs had prepared budgets for the works. If they did, then how accurate was they. 

4.7 Whether the SCAs had prepared programmes for the work and if they did, then how accurate were they.

4.8 Whether the SCAs had assisted with the management of the works i.e. with hiring labour or ordering materials.

4.9 Whether the SCAs had assisted with the supervision of the works i.e. did they ask for changes or demolition of work because of poor quality workmanship, did they ensure that the work was carried out to the highest possible standards, etc.

4.10 Whether the SCAs had assisted with resolving any problems on site.

4.11 Whether the SCAs had provided technical advice to the Technical Team and if so whether it was useful.

4.12 Whether the SCAs had provided the School Committee and/or the Technical Team with any guidance or advice on maintenance of the completed buildings.

4.13 Whether the SCAs had attended the meetings of the Technical Committee or the School Committee.

4.14 Whether the SCAs had signed off the completed work.

4.15 The number and frequency of the CCs’ visits to the sites.

4.16 Whether the CCs had made any useful contributions to the work by offering technical advice, resolving problems, etc.

4.17 Whether any un-professional actions were taken by either the SCAs or the CCs i.e. by asking for payments in cash or kind from the committees, the workers or suppliers of materials.   

4.18 Whether the Technical Teams or the School Committees had any complaints about the performance of the SCAs or the CCs.

4.19 Whether the School Committees and the Technical Teams considered that the SCAs’ contributions were useful and beneficial to the work programme.

4.20 Whether the School Committees and the Technical Teams considered that the SCAs’ contribution had led to an improvement in the quality of the construction.

4.21 Whether the CWCs considered that the SCAs’ contributions had led to an improvement in the quality of the construction.

Note: Any reports of incompetent or un-professional behaviour on the part of members of staff of the consulting firms received by the CWCs in the course of the study will be followed up by the CWCs with the PMU and the consulting firms concerned.

ANNEX 2:
LIST OF KEY INDICATORS AGAINST WHICH THE PERFORMANCE OF THE CONSTRUCTION ADVISORY FIRMS CAN BE JUDGED
1. Staff Qualifications
1.1 The qualifications and experience of all staff should meet the criteria set out in the terms of reference in the contracts of the consulting firms.

2. Staff Training
2.1
All
staff should have been trained in and have a good understanding of the objectives of the project.  They should all have, especially the SCAs, a good understanding of their roles and responsibilities within the project.

3. Staff Performance
3.1 All staff should be based in the District or Sub-District within which they are working and should be carrying out the duties set out in their terms of reference.  They should be making the correct number of visits to schools and providing good quality advice and documentation to School Committees and technical teams.

3.2 Staff at all levels should be making the required numbers of reports at the times specified for those reports.

3.3 Reporting will be judged to be acceptable if:

· All reports are complete and received by the PMU when scheduled.

· The SCAs’ reports are complete and signed by a member of the School Committee and the SCA.

· The SCAs’ reports contain relevant and acceptable advice to the School Committees on the implementation of the renovations.

3.4 Reporting will be judged to be unacceptable if:

· Reports are not complete and/or received by the PMU when scheduled.

· The SCAs’ reports are incomplete and/or not signed by a member of the School Committee and/or the SCA.

· The SCAs’ reports contain irrelevant and/or unacceptable advice to the School Committees on the implementation of the renovations.

4. Renovated Facilities
4.1 Renovated facilities should be completed on time, to the required standards and within the stipulated budget.

4.2 The renovated facilities will be judged as good if:

· They are completed on time.

· They are as initially planned.

· The quality of all the building materials meets the required specifications.

· The quality of the completed works meets the required specifications.

· The finishing works are perfect.

4.3 The renovated facilities will be judged as acceptable if:

· They are not completed on time but are not more than two weeks late.

· There are only marginal differences between what was initially planned and what was finally carried out.

· Some, but not more than 25% of the building materials do not meet the required specifications.

· Some, but no more than 25% of the completed works do not meet the required specifications.

· The finishing works are good but are not perfect.

4.4 The renovated facilities will be judged as unacceptable if:

· They are not completed on time and are more than two months late.

· There are large differences between what was initially planned and what was finally carried out.

· More than 25% of the building materials do not meet the required specifications.

· More than 25% of the completed works do not meet the required specifications.

· The finishing works are not good.
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