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A. 
AN INTRODUCTION TO SCHOOL & COMMUNITY-LED SCHOOL

RENOVATION & CONSTRUCTION FOR DONORS & PROJECT MANAGERS
1.   The need for school renovation programmes
1.1 In the past, the renovation of run-down schools, where it has taken place at all, has been undertaken by central or local government. 

1.2 The present need for large programmes of school renovation has been caused by two main factors: 1) the initial poor construction of schools and 2) the lack of adequate maintenance after construction.
1.3 School construction and renovation in the past has usually been carried out by building contractors selected through a bidding process and supervised by the ministry of works (for primary schools) and the ministry of works and civil works consultants (for secondary schools).  This process in Indonesia has been notoriously corrupt and has led to the poor construction and the equally poor renovation of many schools.

1.4 All schools are supposed to receive a budget from government for school operation and maintenance but this budget is inadequate and many if not most schools do not spend what they do receive on the maintenance of facilities.  This lack of spending on maintenance increases the problems caused by the poor quality of the initial construction.
2.   Community-based school renovation programmes

2.1 For a number of reasons including 1) the corruptness and inefficiency of the existing process and 2) the transfer of the responsibility for school management to the schools themselves, the responsibility for renovation is increasingly being transferred to schools and their local communities.  This is happening in several World Bank-managed and also in some government-funded programmes.
2.2 The reasoning behind this change is that the renovation work will cost less because contractors and their profit margins and overheads will be cut out, the opportunities for corruption will be reduced and the quality of the workmanship should be better because local artisans will be responsible for the work managed by the school or community who should have more interest in obtaining good quality work and reducing corruption.
3. 
How do community-based programmes differ from traditional programmes
3.1
As stated above, traditional programmes use contractors to carry out the work and civil works consultants and/or ministry of works personnel to supervise it.
3.2 Community or school-based school renovation programmes however use local builders or craftsmen and labourers managed by a school or community committee to carry out the renovation work.  
3.3 The school or community committee will probably be able to manage small scale renovations but will probably require technical assistance in managing and supervising larger scale renovations or construction work.  It has to be borne in mind that the role of the contractor in supervising and managing the work will have been removed and will have to be replaced.
4. 
Advantages and disadvantages of community-based school renovation and construction programmes
4.1 The advantages of community-based programmes are that: 1) the school and community have more control over what work is carried out at the school; 2) they also have more control over the quality of the completed work; 3) community-based programmes generate local employment; 4) the cost of the renovation work should be reduced because the contractor’s overheads and profit will be removed; 5) opportunities for corruption are reduced; 6) there should be more local ownership of and thus responsibility for the completed buildings; 7) local capacity to carry out similar projects in the future should be increased.
4.2
The disadvantages of community-based programmes are: 1) school staff and local communities will probably not have the skills to manage and supervise any large scale renovation work without technical assistance of some kind; 2) the cost of technical assistance and supervision will be higher than in a traditional programme because the contractor’s role in supervising the work will have to be replaced; 3) the quality of the completed work could be (but will not necessarily be) lower than that carried out by a contractor; 4) the work could take longer than if carried out by a contractor.
5. Issues to be faced when setting up a large scale community-based programme
5.1 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 (if any) that they will have to provide.  Only when this is fully understood and agreed to should the final selection of sites be made.

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

5.3 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.

5.4 Factors such as the farming cycle, that will have an impact on the availability of labour, and the effect for instance 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.


5.5 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.
5.6 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.
5.7 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.  
5.8 Due allowance must also be made for the way finances are released and the effect that this may have on the programming of construction.

5.9 Adequate transport must be provided for project staff and if necessary, materials.

5.10 It must be ensured that accurate records are kept of all payments made and all materials used in order to avoid corruption, misuse and theft and to assist in monitoring the cost of the project.

B. 
IMPLEMENTATION OF A COMMUNITY-BASED SCHOOL RENOVATION OR CONSTRUCTION PROJECT: GUIDELINES FOR PROJECT MANAGEMENT
1. Project Objectives

1.1 The principal objective of the project in civil works terms should be to achieve good quality renovation or construction of school facilities at a minimum cost using local communities, local labour and local craftsmen.

1.2 A secondary objective should be to achieve local ownership both of the process and the completed facilities through community participation by closely involving the school and community in the design and implementation of the project from the very beginning.

1.3 A further objective could be to provide facilities for community use as well as for educational purposes but it must be clear to all involved from the beginning (especially the educational authorities) that this is the case.
2. Project Implementation
2.1 The project should be implemented through school or community committees elected for the purpose.  To ensure maximum transparency, the committees should be elected at public meetings.  Members of the committee should be school staff, parents and community members.
2.2 The school or community committees should be established at the very beginning of the project and should be involved as much as possible in deciding what facilities should be renovated or constructed at each school and what they can or cannot be used for when complete. 

2.3 If the renovation work consists of minor renovations or maintenance then the school or community committees will probably be able to manage the work with no external assistance but it would be helpful if the committee had on it at least one member with some knowledge of construction such as a local builder or foreman. 

2.4 If the renovation work is on a larger scale than minor renovations or maintenance or if there is to be the construction of new facilities, then the school or community committees will probably require technical assistance to help them manage and supervise the renovation work and civil works consultants should be employed for this purpose.

2.5 The work of the school or community committees should be monitored in each district by a committee set up by the education authority.
3. Transparency and Accountability
3.1 Corrupt practices by officials not only distort development efforts, they also create disillusionment within the communities they purport to support.  The undermining of school development initiatives because of inappropriate interventions and selection of favoured companies to provide technical inputs or materials has been evident where suitable checks are not in place.
3.2 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.

3.3
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 and technical supervision and monitoring to stop corruption.

3.4
All parties involved in the implementation process such as project management at all levels, civil works consultants if used and the communities themselves can be prone to corrupt activities and need therefore to be closely supervised and monitored.

3.5
In order to be really effective therefore, community-based construction projects need to give real incentives to communities to carry out projects effectively and honestly.  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.

3.6 A school or community committee will be required to manage the project and 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.

3.7 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.  

3.8
The community must 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.

3.9 The success of a large-scale renovation or construction project will depend to some extent 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 themselves is free from corruption and that the consultants provide properly qualified and experienced staff to supervise and monitor the civil works.  

3.10 
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 1) prepare detailed schedules of work and materials; 2) cost these schedules using actual costs of materials and labour that are available locally and 3) 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 at different times.

3.11 
The flow of funds to the committees must be transparent and fully accountable to ensure that the funds are used for the purposes they are intended for and are not stolen or diverted to other uses.  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 civil works 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 work of the committees and of the construction supervisors.  Detailed accounts should be submitted monthly by the committees and counter-signed by the construction supervisors to the project management.  The committees’ accounts should be regularly audited by an independent auditor.  

3.12  
A notice-board should be erected on the school sites in a conspicuous position showing all funding received and a summary of progress and payments made which should be updated regularly.  The communities 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.  

4. Project Preparation and Planning

4.1
For large-scale school renovation or construction projects, adequate time should be allowed at the beginning of the project for preparation and planning.  Problems with the withdrawal of funds (in Indonesia, the ‘DIP’) are likely to restrict the amount of work that it is possible to achieve especially in the first year.  If possible therefore, the first year of the project should be spent on 1) identifying and selecting schools for renovation; 2) community development work with the school committees and communities by specialist consultants; 3) selecting and contracting the civil works consultants; 4) the communities with the assistance of the civil works consultants deciding what buildings will be renovated or constructed at each school; 5) the civil works consultants carrying out site and building surveys and preparing design and working drawings, site drawings, schedules of materials, cost estimates and contracts.   Renovation work would then start in the second year while preparation work for the third year also takes place in parallel. 

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

5. Standards and Budgets
5.1
Parameters should be established at the beginning of the renovation or construction programme for what work can be carried out and what the budget for each category of work is likely to be and standards set for the quality of the work and the finishes.  These should be clearly set out in the project guidelines which should also take account of Ministry of Education regulations, local building codes and health and safety regulations and should be flexible enough to allow for differing needs at different schools.  They should also establish basic quality standards that will avoid excessive expenditure.  For instance, veranda floors and walls finished with glazed tiles are very attractive (although there is a safety issue with 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 it themselves.

5.2
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 and should vary accordingly at different schools.
5.3
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 designed for contractor-managed projects.

5.4
A detailed cost analysis should be carried out in each project province by the civil works consultants to establish the real cost of materials and labour.  This will assist with the preparation of accurate and detailed budgets for the renovation and construction work at each school.  A data base of the cost of materials should be established and up-dated regularly during the life of the project.
6. Community Participation, Socialisation and Training
6.1
Great emphasis should be given to community development and the role and responsibilities of the school committees and communities.  The requirements of each school and the necessary budget should be established together with what the communities are prepared to contribute to assist the process and what the communities will receive back in terms of facilities that they can use, etc.  Specialised community development consultants should be employed if possible to assist with this process.  

6.2
Information and training should be given to communities both in their responsibilities during the construction of the buildings (provision of labour and materials, in clearing sites, back-filling, etc) and in their responsibilities for running and managing the buildings at the end of the project period and in providing operating costs for payment of teachers, materials and maintenance.    

6.3
Training should also be given to communities both in raising funds for covering the operating costs and in maintaining the buildings themselves.  Civil works consultants should prepare maintenance handbooks for the buildings and carry out training of the communities in maintenance and community development specialists should assist with this training and carry out training in fund-raising for school maintenance and operation.

7. Civil Works Consultants
7.1 If the works involved are larger in scale than small renovations or maintenance and the buildings are to be renovated or constructed by the community or by local artisans managed by the community or school, then competent and professional supervision and management of the project and of individual sites by civil works consultants will probably be essential and this must be available throughout the construction period.  Whether this technical assistance should be in the form of advisors or site supervisors is debatable, but the chances of obtaining good quality buildings without good quality supervision are small.  All types of construction work require competent supervision from civil works consultants and school or community-based projects are no exception.  The role of the contractor in the management and supervision of the work will no longer be available and must probably be replaced with additional management and supervision from the consultants.  There is a definite correlation between the amount of technical assistance available to schools and communities and the final quality of the work.  

7.2 There is also the issue of who will be responsible for the quality of the finished buildings if a contractor (who would usually be held responsible) is not involved.  If the civil works consultants are responsible for management and supervision then they can probably be held responsible.  If their role is merely advisory, then they probably cannot be held responsible for the final quality of the work.

7.3 The civil works consultants should preferably have experience of community-based projects and have a good understanding of local customs, culture and social norms.  They should also understand that the documentation for community-based projects should be simpler and easier to understand than that required for traditional contractor-managed contracts.   
7.4 The consultants should carry out detailed surveys of each location for both renovations and 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 for each location based on the site surveys, the priced schedule of materials and estimates of labour costs.  These estimates should not be based on contractor’s prices.  The consultants should also assist the school and community 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.

7.5 The construction supervisors will also be responsible for assisting the communities in managing and supervising the work and ensuring that it is carried out to the required standards.  They should also if necessary carry out training of local artisans to improve their skills.

7.6
As stated above, the money available at any school should depend on the amount of renovation work required rather than being a standard grant.  This however will require the civil works consultants to be available to visit all selected schools at an early stage of the process in order to establish the amount of work necessary and the budget required. 

7.7
The construction consultants will also probably need to exercise some financial control or at least financial monitoring in order to ensure that the funds for renovation or construction are properly expended and accounted for.  The accountability of the construction consultants to the community or school must then be ensured and their accounts must be monitored independently.  

7.8
The construction supervisors at each site should adequate qualifications and experience to qualify them for the work that they have to carry out.  It will be their responsibility to advise the committee members and ensure that they take responsible decisions and they should have the experience and the standing to do this.
7.9
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.

7.10
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.
8. Design and Construction of Facilities
8.1 When preparing the renovation programme, it will probably be found that some buildings will have to be demolished completely (or at least down to the foundations) and re-built or entirely new buildings might be required.  School and community committees are also now being used for the construction of completely new schools.  
8.2 Where new buildings or schools are required, then civil works consultants should be contracted to prepare designs, working drawings, schedules of materials, etc and also to assist with the management and supervision of construction.

8.3 Where new buildings are constructed, they should be simple and economic to construct and equally importantly, to maintain.  The facilities should also be appropriate for their use and for the climatic conditions to be encountered.  The civil works consultants should also ensure that the materials specified for both renovations and new buildings are actually the ones that are used and that school committees do not use materials that will lead to high costs initially and/or long term maintenance costs.  

8.2 The consultants should prepare a simple construction manual that should cover the renovation of existing buildings, the positioning and orientation of any new buildings, the construction of new buildings and the construction and location of toilets and wells.  The manual should also cover the preparation of the building site, setting out the buildings, foundations, the materials to be used for renovation or construction and give a step-by-step guide for the renovation or construction of typical buildings.

8.3 All new buildings should be properly oriented to avoid sun penetration during school hours.  All buildings should also have large roof overhangs to protect windows from sun penetration and should be simple to construct and maintain.

8.4 All schools should be provided with a dependable water supply.  The consultants should ensure that there is sufficient funding in the budget to cover the cost of whatever is necessary to provide a dependable water supply whether it is a deep or shallow well with a pump, a connection to a village supply or a gravity feed supply.  Electric pumps should not be used if at all possible.

8.5 All schools should be provided with appropriate, functioning toilets.  If there is insufficient water to operate flush toilets then VIP latrines should be provided away from the main school buildings.  If there is sufficient water then pour-flush toilets should be provided with water tanks and either a piped water supply or water brought by buckets.  The minimum distance between a septic tank and soakaway and a well should be 15 metres and should preferably be 30 metres to avoid any contamination of the well.  If the site is very wet then the septic tank should be raised and rendered internally and externally and a ‘mound or transpiration’ soakaway should be used.

8.6 A decision will have to be taken as to whether to provide an electrical installation.  These installations are very expensive and are rarely fully used.  Primary schools for instance are usually only used in the mornings when electricity is not required for lighting and unless the schools are used for other activities in the evenings then the provision of a complete electricity installation can hardly be justified.  The money spent on electricity installations could probably be better spent on renovating additional schools.  If schools are to be used in the evenings for community activities then one or two classrooms only could be wired for lighting or solar powered installations could be considered

9. Maintenance of Facilities
9.1 Maintenance of school facilities must be considered from the very beginning of the project in order to protect in the long term the probably large sums of money spent on the renovation or construction of school facilities.  

9.2 It is likely that government will not be able to provide sufficient funds for school maintenance and the responsibility for maintenance will increasingly be transferred to schools and committees.

9.3 Training for school staff and communities in both maintenances techniques and in raising funding for maintenance would both therefore be useful.
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9.4 The involvement of the community from the very beginning of the project should increase the feeling of community ownership and thus the responsibility of the community for the maintenance of the buildings when complete and this feeling should be built on.  One way of doing this would for instance to allow for community use of the buildings for purposes other than traditional education.
9.5 A simple maintenance manual should be prepared by the civil works consultants to be used by the school staff and should cover the day-to-day operation of the school.  One member of staff could be made responsible for maintenance and in Indonesia this could be the ‘penjaaga’, the school security officer who usually lives on site and whose responsibilities are at present very small.  The manual should cover things like general cleaning, cleaning of toilets, cleaning of drains, checking of roofs for leaks, checking of doors and windows for operation, etc.  
9.6 Inspections should be carried out regularly and the manual should contain check lists for inspections and preventative maintenance actions that should take place at weekly, monthly and yearly intervals.

9.7 The weekly action list should mainly cover preventative maintenance actions such as general cleaning in and around the school buildings while keeping an eye open for any obvious problems such as the appearance of termite trails, etc.
9.8 The monthly inspection list should contain items such as inspecting and trimming trees or bushes close to the building; checking roofs and gutters for leaves; checking for termites or nesting insects; checking that doors, windows, locks etc are in working order; checking that toilets, wash-basins, taps, wastes, etc are in working order; checking that storm-drains are not blocked; checking that light fittings are working; checking that furniture is in good order; etc.

9.9 The annual inspection list should contain items such as checking the roof for leaks, damage, rust, etc; checking gutters and down-pipes for damage, blockages, etc; checking all exposed roof timbers and fascias for paint finish, rot, etc; checking ceilings for water damage, sagging, etc; checking floors for cracks or damage; checking walls for cracks or damage; checking windows, doors, frames and hardware for faults and damage; checking the electrical system for faults; checking water supplies for leaks and other damage; checking the whole sanitary installation, septic tanks and soakaways for faults, blockages or damage; checking storm-drains for blockages or damage.

9.10 The manuals should also give guidance on rectifying common faults.  Records should be kept of maintenance inspections, actions taken to rectify any faults found and the cost of putting them right and a system should be put in place for reporting more serious problems that cannot be dealt with by the school alone.
9.11
A simple maintenance manual with illustrations in the form of cartoons was produced by a primary school project in Andhra Pradesh in India for use by teachers.  It has illustrations of basic maintenance tasks and simple check lists and could be used as a model manual for school staff.   See typical illustration below.
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Typical illustration from Andhra Pradesh teachers’ maintenance manual
C. 
IMPLEMENTATION OF A SCHOOL OR COMMUNITY-BASED SCHOOL RENOVATION OR CONSTRUCTION PROJECT: GUIDELINES FOR THE SCHOOL OR COMMUNITY COMMITTEE
1. General
1.1
If schools and communities are to be given the responsibility for the renovation and maintenance of school facilities, then a mechanism must be used for their implementation.

1.2
Whether the renovations are small in scale and can be managed or financed by the school through its own resources or by donations from its community or are larger in scale and require funding from an outside agency probably as part of a larger programme, the mechanism can be similar and will usually be the school or community committee. 
1.3 With the increasing transfer of management functions to schools, it is likely that a school committee will already exist but if it does not, one should be established to among other things manage any renovation or construction work that might be required.

1.4
The committee should have parents and/or community members as chairman and treasurer and the school principal should act as secretary.  Other members of the committee should be community members of good standing with the possible addition of some teachers.  All members should be elected if possible at a public meeting.

1.5 The committee will be responsible for defining what work will be carried out, for establishing a budget, for hiring labour and procuring materials and for ensuring that the work is carried out on time and to agreed standards.

1.6 If the committee is large it will probably be better to form a technical sub-committee to manage the work and the chairman of this technical committee or team should if possible be an experienced local builder, craftsman or foreman or someone with experience of construction.

1.7 When the renovation work is complete, then the school committee should take on responsibility for managing the ongoing maintenance and repair of all of the school facilities.

2. Small scale renovations
2.1
If the renovation work is small in scale and can be managed and financed by the school and/community, then the school principal and the school committee will define the objectives, the budget and the time frame for the work, raise any necessary funds and hire the workers.

2.2
If the works involved are minor renovations and easily quantified such as re-laying roofing tiles, re-laying floor tiles to a classroom, re-painting a building, etc then the technical committee will be able to manage and supervise the work.

2.3 The committee should prepare a simple document describing and quantifying the work (such as paint with two coats of white vinyl emulsion paint the interior and exterior walls and ceilings of 1No three-classroom building overall size 22 x 7 metres, walls 2.8 metres high; paint with one coat white gloss paint 3No hardwood panel doors and 18No hardwood top-hung windows including all surfaces inside and outside, frames, etc).
2.4
The committee can then either ask members of the community to carry out the work on a voluntary basis or employ members of the community or a local builder to carry out the work.
2.5
If community members carry out the work, especially if they are paid, then great care must be taken in their selection.  To ensure transparency and to avoid any disputes later they should be selected or elected publicly and their names and the amount that they will be paid (probably on a daily basis) agreed.
2.6
If community members carry out the work either on a voluntary or on a paid basis, then the committee will have to purchase the materials (getting three quotations if possible for the supply of the materials). 

2.7
If it is agreed that a builder should carry out the work the committee should get quotations from three local builders or artisans.  If the builders have the financial resources then they should quote for supplying the materials and carrying out the work.  If the builders do not have the resources then the committee should purchase the materials themselves (again getting three quotations if possible) and enter in to a labour-only contract with the selected builder or artisan.
2.8
The technical committee should evaluate the quotations and make a recommendation to the main committee.

2.9
When a quotation has been accepted and a simple contract should be signed by the chairman of the committee and the builder.  The contract should state the work to be carried out, the amount to be paid to the builder and the time the work should take.  When the contract has been signed the work can proceed and the committee (especially any members with construction experience or expertise) will have to monitor and supervise the work to ensure that it is finished on time and to the required quality.
2.10
If a builder is carrying out the work then payment intervals will have to be agreed and a small retention sum should be held back when the work is complete to cover any defects that might arise.

2.11     Accurate records should be kept of all payments made and all materials used in order to avoid corruption, misuse and theft and to assist in monitoring the cost of the renovation work.

2.12
The technical committee should report back to the main committee on the progress of the work and on all payments made and the main committee should ensure that the community at large is kept informed.  This is probably best done by posting regular notices giving details of progress and payments on the school notice-board.

3. Larger scale renovation or construction programmes involving external donors
3.1 Initiating the school project
3.1.1
The school principal will usually be the prime instigator of the school renovation or construction project.  He/she will be contacted by either the district education authorities or the project management unit and asked what the school requires in the way of renovations or new facilities.

3.1.2 As the school principal, he/she will know what requires repairing or replacing and what works and does not work.  He/she will also know how many pupils and teachers the school has, what its future requirements are likely to be and what the school requires therefore in terms of renovations or new facilities. 
3.1.3 From his/her knowledge of the school, the principal should make a preliminary list of the work that needs doing in the school or its requirements in terms of new facilities.

3.1.4
The principal should then ensure that the whole community knows that a renovation or construction project will take place at the school and organise a pubic meeting in order to discuss with the largest possible section of the community the proposed project and the role of the school and community within it.  One objective of this meeting is to try and ensure community ownership of and responsibility for the school and its facilities when the project is complete.
3.1.5
At the meeting, the principal should discuss his/her ideas for the renovation needs for the school and encourage debate of these ideas by the community members present.  At this stage the budget for the renovation or construction will probably not be known and therefore a ‘wish-list’ should be prepared and discussed for all the needs of the school.  These needs should be prioritised so that when the budget is known and the cost of the various works have been estimated, a short list can be prepared of the works that it will be possible to carry out.   A further meeting should then be held to decide exactly what work will be carried out at the school.
3.1.6 The community members present at the meeting should elect a committee to manage the project.  The committee should have community members as chairman and treasurer and the school principal should act as secretary.  Other members of the committee should be community members of good standing with the possible addition of some teachers.

3.1.7 The committee will be crucial in ensuring the success of the project and therefore all members should be prepared to be actively engaged in it.  If there is a large committee it might be necessary to have a smaller, technical committee to actually manage the project and report back regularly to the main committee.  In either case, one member of the committee who has some technical knowledge (a local builder or foreman for instance) should be appointed as the day-to-day manager of the project.
3.2 Implementing the school project
3.2.1
Funding for the renovation or construction work will be paid directly to the school committee who should open a special bank account for this purpose.  At least two members of the committee should sign all cheques or withdrawals.  
3.2.2
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 civil works construction supervisor/advisor (see below) who should at least monitor if not counter-sign all orders and payments for materials and payments to workers or the builder.  
3.2.3
Detailed accounts should be submitted monthly by the school committee to the district committee or project management, counter-signed by the construction supervisors/advisors.  The committees’ accounts should be regularly audited by an independent auditor.  

3.2.4
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.  

3.2.5
If any member of the committee, school staff or community suspects that there are any irregularities or any corrupt activities occurring, they should report these directly to the funding agency rather than through the project management in order to avoid any collusion within the project.  

3.2.6
Implementation of the project will follow a similar pattern to that of the small scale renovations.  However, because the scale of the renovation work will be greater and there might also be new construction, the assistance of civil works consultants will probably be required.
3.2.7
Ideally, the consultants should be appointed before the budget for the renovation or construction work is finalised and should assist the school committee in the prioritisation of the work necessary at the school and try and ensure that the school committee concentrates on the work specified in the project guidelines.
3.2.8 
The consultants should have some budget limits and should be able to roughly estimate what work can be carried out within these limits.  The committee will then have to decide what work that can be carried out within these limits is of the highest priority.  It could for instance be constructing new toilets and digging a new well for water or replacing all the roofs on the school buildings because they all leak badly.

3.2.9
It is very important however that the committee understand the budget limits and does not try to carry out more work than the budget will allow as this will only result in all of the work being carried out to a low standard.  It will be more cost effective to concentrate on carrying out one area of renovation well in order that it will require a minimum of maintenance in the future and the role of the consultants in making the committee understand this will probably be very important.
3.2.10
The consultants should then assist the technical committee in finalising their proposals and, when these have been agreed, carry out detailed surveys and detailed drawings for the buildings to be renovated together with schedules of materials, estimates of the labour required and the time it will take to carry out the work and cost estimates.

3.2.11
If new buildings (or even new schools) are to be constructed the consultants will have to carry out site surveys and prepare site drawings as well as drawings for the individual buildings and prepare schedules of materials and cost estimates for the whole scope of the work.  The cost estimates should be based upon the actual local cost of materials and local labour rates. 
3.2.12
When the scope of the work and the budget have been agreed by the district committee and/or the project management, the technical committee should agree a method of implementation whether by using labour hired locally or by using a local builder.  The scope of the works will probably be too large to be carried out by voluntary labour from the community.
3.2.13
If local labour is used then as in the small works, care must be taken in the selection of the individuals to be used.  Daily or hourly rates must be agreed or better still the consultants should assist the committee in deciding on the amount to be paid for specific jobs such as a lump sum to be paid when the foundations are completed and again for the walls, the roof, etc.  This should ensure that the workers do not unnecessarily extend the time taken for completing a job because they are being paid by the day or the hour.

3.2.14
If local labour is being used then the committee will have to purchase the materials.  The consultants will provide schedules of materials showing the type of material to be used and the quantity and these should be used for getting quotations (three if possible) for the supply and delivery of the required materials to the site.
3.2.15
If a local builder is to be used, then the consultants should prepare simple bidding documents consisting of the drawings and simple specifications.  If the builder will be supplying the materials he should also price the schedule of materials prepared by the consultants and give a price for his labour, overheads and profit.  If the committee is to supply the materials then the contractor should only give a price for his labour, overheads and profit.  

3.2.16
If the committee is to supply the materials then the schedule of materials should be given to three suppliers for quotations as in 2.7 above.  

3.2.17
When prices have been obtained from the builders, the consultants should assist the committee in evaluating them and making a recommendation on who should be awarded the contract to the main school committee.

3.2.18
When a quotation has been accepted, the consultants should draw up a simple contract to be signed by the chairman of the school committee and the builder.  The contract should state the work to be carried out, the amount to be paid to the builder (in tranches if necessary) and the time the work should take.  When the contract has been signed the work can proceed.
3.2.19
The quality of the completed work will depend largely on the amount and quality of the supervision.  The consultants should supply a supervisor or advisor to assist the technical committee with the supervision and management of the project.  However, the chairman of the committee, if he/she has any experience of construction should also carry out day-to-day supervision as he/she will be on the spot and he/she should report any problems to the supervisor/advisor.

3.2.20
Regular meetings should be held between the builder (or workers if local craftsmen are being employed directly without a builder), the chairman of the committee and the supervisor/advisor to discuss progress and any problems that might have arisen.  The chairman should report back to the main committee on these meetings and on progress.

3.2.21
Regular payments will have to be made to the workers or the builder and accurate records should be kept of all payments made and all materials used in order to avoid corruption, misuse and theft and to assist in monitoring the cost of the work.

3.2.22
If a builder is carrying out the work then payment intervals will have to be agreed and a retention sum should be held back when the work is complete to cover any defects that might arise.
3.3 Maintenance of the school facilities
3.3.1
When the maintenance or construction of the facilities is complete, it will be important to ensure that they are properly and regularly maintained in order that future renovation work can be kept to a minimum.

3.3.2
The role of the school committee and the school staff in this will be crucial and this should be emphasised from the very first meeting to discuss the project.  The school and the school committee will probably have to take on most of the responsibility for raising funds and carrying out any necessary maintenance.

3.3.3
Part of the consultants’ duties will be to prepare simple maintenance handbooks to be used by the committee and school staff in carrying out maintenance of the facilities and also to train committee members and staff in maintenance procedures.

3.3.4
 It will probably be necessary to appoint one member of the committee and one member of the school staff (possibly the pejaga) to be responsible for raising maintenance issues with the school committee and for carrying out maintenance of school facilities.  The committee as a whole however will probably be responsible for raising the funds required for paying for the maintenance of the facilities.
An interesting model that might be followed is that of an EC-funded primary school renovation project in Vanuatu that was implemented in the 1990s.  In this project, before renovation of any school started, the community was informed that once the renovation was complete the school would be handed over to them and would become their responsibility.  They were told that the school could be used for community purposes but its running and maintenance costs would have to be provided by the community.  A maintenance handbook was developed for the schools and workshops were given at each school in using the handbook, maintaining the school facilities and in raising funds to pay for maintenance.  An NGO with experience in community development was involved with the project throughout and the project seems to have been fairly successful.
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