STRATEGIES FOR REDUCING CORRUPTION IN CONSTRUCTION PROJECTS: COMMUNITY-BASED SCHOOL RENOVATION & CONSTRUCTION 

A. Background to the use of communities in school renovation and construction
1.
Because of its very nature, corruption is endemic in the construction industry in most countries.  Bids for contracts can be fixed or competition for bids can be non-existent; contracts can be awarded to favoured contractors, family members or friends; consultants can collude with contractors or project staff over payments or the quality of work; consultants can provide under-qualified and under-paid staff incapable or unwilling to carry out their duties properly, etc.  All of these have happened in Indonesia in government contracts generally and in school construction and renovation contracts in particular.  
2. 
In the past, school construction and renovation in Indonesia was managed by two branches of the Ministry of Works (PU); PU Kabupaten (the Ministry of Works at the District level) managed the construction and renovation of primary schools and PU Cipta Karya (the Ministry of Works at the Provincial level) managed the construction and renovation of junior and senior secondary schools.
3.
Primary schools were renovated or constructed by local contractors supervised by engineers in PUK.  The process was notoriously corrupt and schools were renovated or constructed to very low standards at very high cost and often required further work within a short period of time.  

4.
Secondary schools were constructed by contractors supervised by local civil works consultants and managed by PU Cipta Karya.  The contracts for constructing schools were often taken by contractors from Jakarta and then sub-contracted to contractors at the provincial centre who in turn would sub-contract the work to contractors at the district or sub-district level.  This process of sub-contracting meant of course that the opportunities for corruption were increased and that money was skimmed off at every stage reducing the amount of money left to construct the school resulting in poor quality construction of the schools.
5. With the decentralisation of government to the District level in Indonesia, school renovation and construction at both primary and secondary levels is now the responsibility of Dinas P&K at the District level.
6. Because of the problems encountered with school renovation and construction using consultants, contractors and the Ministry of Works, the World Bank in the 1990s decided to try a different approach using school and community committees to manage, in the first instance, the renovation of primary school buildings.
7. The West Java Basic Education Project was the first project to use this approach.  School committees were empowered to renovate existing primary school facilities and have been doing so very successfully.  The approach has now been extended to the construction of new junior secondary schools and this again, in terms of quality of construction seems to be very successful.
8.   The World Bank is now funding or managing several other projects that use school committees or community organisations to renovate or construct new facilities for schools.  These projects include the Sumatra Basic Education Project, the Eastern Islands Basic Education Project, the Junior Secondary Education Projects and the Early Childhood Development Project.  The World Bank is also managing the School Improvement Grant Programme funded by the Dutch Government that is using school committees to carry out the renovation of school facilities.

9.
The experienced gained from these projects has shown that the quality of schools constructed or renovated by school committees or communities can be as good as that carried out by contractors and the costs can be similar.  The process can also engender in the community a sense of ownership of and responsibility for, the school facilities. 
10.
There have however been some corruption-related issues raised during the implementation of the projects and these are discussed in Section C below.

11.
A detailed study has recently been carried out of the quality and cost of the facilities constructed or renovated by school or community committees by the West Java Basic Education Project (WJBEP), the Junior Secondary Education Projects (JSEP), the Early Childhood Development Project (ECDP) and the School Improvement Grant Programme (SIGP) at a sample of schools together with some constructed by district governments and the results of the study are set out in Attachment 1.
12.
 As a comparison, the results of another internationally-funded junior secondary school construction project completed in the late 1990s that took place in a number of provinces and where the facilities were constructed by contractors is also discussed.

13. General guidelines for the use of community participation to reduce corruption in school construction and renovation are discussed in Section B and detailed guidelines for future projects involving community participation are given in Attachment 2.

B. 
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.
C.
Implementation problems that have implications for the reduction of corruption
1. School Improvement Grants Programme
1.1
There is well documented evidence of corrupt practice in at least one district covered by the SIG Programme.  In this district, the District Committee that was supposed to manage the programme appointed its own representatives (usually contractors) onto School Committees, arranged contracts with the contractors to carry out the work rather than using the community and used the civil works consultants to prepare proposals and supervise the construction without the real involvement of the communities.

1.2
There are also four more general problems in the SIG Programme that have implications for reducing corrupt practices.  These are 1) funding levels; 2) technical assistance: 3) project management and 4) the lack of an independent reporting mechanism.

1.3
Funding
1.3.1
Under the SIG Programme, schools get fixed grants for renovations and limited new facilities.  Primary schools receive Rp70 million and junior secondary schools receive Rp100 million.  These sums are not very large and problems have been caused by schools trying to carry out too much work with too little funding which has resulted in poor quality work and finishes and, because of poor selection, some schools have received too much funding for the work required.    

1.3.2
If the funds available are not matched to the work required then this will give rise to opportunities for the corrupt use of the funds.  It would be better therefore in future if surveys could be carried out at the target schools and the funding matched to the work required.  If this cannot be done, the work should be limited to a very restricted range of items and effective technical assistance should be given to the school committees and the work of the committees should be effectively supervised and monitored.

1.4 Technical Assistance
1.4.1
There have been problems with the technical supervision in most districts.  As stated above, in one district the District Committee seems to have used the consultants to prepare the renovation proposals for the schools rather than advising the schools on their own proposals and they have then supervised the contractors carrying out the work rather than assisting the communities to do the work.  There was also a serious lack of supervision at most schools in that district and at nearly all schools visited the lack of supervision and assistance was commented on. 

1.4.2 
In addition, few of the Construction Supervisors had the experience or qualifications asked for in the consultants terms of reference.  There were problems with the quality of the work, with renovations not following the guidelines and technical problems such as wells too close to septic tanks, etc that would probably not have occurred had the Construction Supervisors had the right experience and qualifications.  
1.4.3
Presumably the civil works consultants have been trying to save money by employing inexperienced and unqualified supervisors.  This is in itself a corrupt practice and can lead on to other ones.  Civil works consultants must provide properly qualified engineers and architects with the relevant experience.
1.5 Project Management
1.5.1
The Project Management Unit was supposed to ensure that the District Committees carry out their duties properly and that the consultants perform according to their terms of reference but neither of these appear to have happened in at least one district.

1.5.2
Project Management Units must ensure that corrupt practices do not take place within the project management structure and that schools and communities receive adequate technical assistance in preparing their proposals and in supervising and managing the construction which will in itself help to reduce the possibilities for corrupt practice.  

1.6 Independent Reporting Process
1.6.1
Although many people were aware of the corrupt practices going on in the district referred to above, there seems to have been no way of reporting these independently of the project management structure, which was itself corrupt,  in the district.

1.6.2
Communities should be able to report any corrupt practices directly to the funding agency rather than through the project management in order to avoid collusion and instruments to enable this should be built into all projects from the beginning.
2. West Java and Sumatra Basic Education Projects
2.1
The West Java and Sumatra Basic Education Projects have been very successful in terms of constructing good quality school facilities using community management and labour.  However the cost of the facilities has been quite high.  This would appear to be because the civil works consultants are preparing working drawings and bills of quantities in the traditional manner and using these to estimate the cost of the work.   These costs then include contractors’ overheads and profits and result in higher than necessary estimates.  If the cost of the work is actually much lower than the estimated cost this can lead to corrupt practices on the part of the school committees or the project management.  
2.2
When using community labour therefore detailed schedules of materials and schedules of work should be prepared by the consultants for the work at each school and then these should be costed using the actual cost of locally available materials and labour.  This will give much more accurate estimates and reduce the possibility of corrupt practices.
2.3
Project management must also ensure that consultants properly understand the objectives of the project i.e. to reduce costs and improve quality and ownership through the use of community labour and management.

3. Early Childhood Development Project
3.1 The Early Childhood Development Project has also been very successful in terms of constructing good quality facilities using community management and labour but again the cost of the facilities has in some cases been quite high.   This is because the kindergartens have been given standard grants for the work even though the work at each site and thus the cost has varied.  Some of the kindergartens have been renovated and obviously the amount of renovation work required will vary from kindergarten to kindergarten.  Even where new, standard design kindergartens have been built, the site conditions will vary and the cost of materials will vary according to the location.  Any large anomalies between the estimated cost and the actual cost can and probably will lead to corrupt practices.
3.2
Again therefore, detailed schedules of materials and schedules of work should be prepared for the work at each kindergarten and then these should be costed using the cost of locally available materials and labour.  This will give much more accurate estimates and reduce the possibility of corrupt practices.

Attachment 1: CIMU Study of Community-Based School Renovation Projects

1. General
1.1 The study found that where the communities and schools were free to implement the renovation work themselves and have done so effectively, this has generated feelings of pride and achievement in the work carried out and a degree of ownership of the facilities that must be beneficial to the school, the pupils and the community and is an important reason for making schools and communities responsible for the rehabilitation work.  

1.2
It was also found that construction or renovation work carried out by school committees and communities led in many cases to improvements in the quality of the work at no extra or even reduced costs.

2. Cost-effectiveness

2.1 The work carried out at most schools by school committees or communities was assessed as being at least as good as that carried out by contractors.  Equally importantly most of the communities interviewed were satisfied with the result of the renovations and with the quality of the work compared to that carried out by contractors.  The communities also thought that the work compared favourably in terms of value for money compared to that carried out by contractors.

2.2 The quality of the work at the schools as assessed by the engineers ranged from average to good.  No fundamentally bad quality work was seen although the finishing work in some cases was poor.  This seemed in most cases however to be a result of lack of funds rather than a lack of skill or capacity.

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

2.5
The school buildings constructed by the Junior Secondary School Project were also generally well built but again the finishing was in many cases not very good. 

2.6 The renovations carried out under the SIG Programme were generally the least expensive and while the quality of the finishing was also generally the lowest, this seemed to be the result of lack of funds rather than a lack of skills. See Table 1 for comparative costs for school renovation and construction.
2.7 Even though the cost of rehabilitation under WJBEP and ECDP was higher than that for the local government funded rehabilitations (APBD), the quality was better overall and the cost of those for JSEP and the SIG Programme were generally lower.  See Table 1.  

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

2.9 On cost and quality of work there seems therefore to be a good case for making schools and communities responsible for renovating and extending their schools in future projects and programmes.  Budgets for construction or renovation should however be based on the work required at each school instead of being standard grants.  The condition of individual schools will vary greatly, as will the condition of toilets and the availability of water and it is virtually impossible therefore to provide a standard grant that will be appropriate to all schools.  The budgets should also be based upon schedules of materials and work and on the cost of materials available locally rather than on traditional bills of quantities as this will enable a much more accurate estimate of the cost of the work and reduce the possibilities of corruption.
3. Community participation in the rehabilitation process
3.1
The construction and rehabilitation of school buildings in SIGP, WJBEP and JSEP were all implemented through school committees set up for the purpose.  The ECDP was implemented through the LKMD, the village projects committee.  The school committees were usually headed by the school principal and some had teacher members but all of the committees had representatives of parents and the local community.

3.2
All committees also set up technical committees with both school and local community members and usually with an experienced local builder or artisan as its head.  These technical teams were assisted in all four projects by construction supervisors.

3.3 The actual work at most of the schools in the study (apart from those funded by local government and carried out by contractors) was carried out by workers from the local community with an experienced local foreman.  Most schools found all the necessary labour from within the community; over 90% of the schools in SIGP, JSEP and ECDP and 66% of WJBEP schools found all their labour in the local community (it should be noted that some schools built by WJBEP were new junior secondary schools serving a number of villages and obtaining sufficient labour locally could have been difficult).

3.4
All communities in the four projects studied made some contribution to the cost of the school rehabilitations either in the form of cash or labour (but usually labour).  These ranged from 25% of schools in JSEP, 36% of schools in SIGP and 89% of schools in WJBEP and ECDP.  The cash or equivalent value of contributions ranged from Rp7.5 to Rp15million.  

3.5 Although one of the construction supervisors’ jobs was to advise on and sort out any problems with implementing the school rehabilitations, most communities in the four projects (50% of JSEP schools and 70% of the other schools) stated that they had some input into resolving the problems
3.6
Most communities therefore understood what their role was to be in the process and most significantly all communities at the schools studied stated that they wanted to have and to be involved in, similar school rehabilitation projects in the future.  The community participation aspect of all the projects studied can probably therefore be seen as a success.

4. School and community participation in school maintenance and operation
4.1 Although all four projects included in the study had a high level of school and community involvement in the school rehabilitation work and this seems to have produced some degree of ownership of the facilities, it is not clear how much responsibility the communities involved now feel for the ongoing maintenance and operation of the facilities. 

4.2 There appear to be a variety of reasons for this: 1) the communities in some projects were not involved in the very early stages and were not involved in the decision making concerning which facilities were to be rehabilitated, etc; 2) the facilities are still seen as belonging to the school or kindergarten and are not seen as belonging to the community or to be used by the community when not being used by the school; 3) their ongoing responsibilities for the facilities were not stressed at the start of the project and 4) much of the ‘socialisation’ in the projects was left to the civil works consultants who are not experts in community development.

TABLE 1: 
SCHOOL CONSTRUCTION & RENOVATION: COMPARATIVE COSTS & QUALITY ASSESSMENTS
	 Project/Programme
	Name of school
	Work carried out
	Construction Category
	Total Cost 
	Cost per square metre
	Quality Assessment *

	

	Pandeglang District
	
	
	
	
	
	

	ECD (PADU) Project
	TK Bhayangkari
	Classrooms
	New build 
	Rp74.5 million
	Rp650,485
	5.8

	
	TK Bhayangkari
	Toilets
	New build 
	Rp10.5 million
	Rp700,000m²
	5.8

	
	TK Tunas Merat
	Classrooms
	New build
	Rp96 million
	Rp706,416m²
	4.5

	
	TK Nasional
	New kindergarten
	New build
	Rp108.6 million
	Rp585,947
	4.3

	
	TK Puspita
	New kindergarten
	New build
	Rp92.8 million
	Rp644,444
	4.4

	
	TK Pertiwi Cimanuk
	New kindergarten
	New build
	Rp92.8 million
	Rp855,300
	4.3

	
	TK Pertiwi Pandeglang
	New kindergarten
	New build
	Rp108.6 million
	Rp509,030
	6.5

	
	TK PGRI
	New kindergarten
	New build
	Rp108.6 million
	Rp736,271
	4.0

	
	TK Al-Wardah
	New kindergarten
	New build
	Rp112.7 million
	Rp500,760
	4.0

	
	TK Mekar Pertiwi
	New kindergarten
	New build
	Rp108.6 million
	Rp1,108,730
	4.0

	
	TK Al-Lukmaniyah
	New kindergarten
	New build
	Rp129 million
	Rp780,871
	4.0

	

	SIG Programme
	SDN Kadomas 3
	Classrooms
	New build
	Rp50.2 million
	Rp381,390
	6.5

	
	MIs Cibusung
	Classrooms
	Category 3 (major) renovations
	Rp41.4 million
	Rp242,105m²
	7

	
	MIs Cibisung
	Toilets
	New build
	Rp8.8 million
	Rp400,000m²
	7

	
	MIs Mathlaul Anwar Dahu
	Classrooms
	New build
	Rp47.6 million
	Rp248,625
	5.8

	
	MIs Malu Lame Luhur
	Classrooms
	New build
	Rp55.8 million
	Rp388,607
	6.8

	
	MIs Sulamul Falah
	Classrooms
	New build
	Rp64 million
	Rp409,180
	5.2

	
	SDN Kadudampit 3
	Classrooms
	Category 3 (major) renovations
	Rp46.4 million
	Rp246,809m²
	6.5

	
	SDN Dahu 1
	Classrooms
	New build
	Rp55 million
	Rp431590
	4.4

	
	SDN Cibungur
	Classrooms
	New build
	Rp60.4 million
	Rp539,285
	4.4

	
	SDN Gombong 3
	Classrooms
	New build
	Rp65.4 million
	Rp461,864
	5.9

	
	SLTPN 1 Munjul
	Classrooms
	New build
	Rp71 million
	Rp430,415
	5.2

	
	SLTPN 3 Cadasari
	Classrooms and toilets
	New build
	Rp82.9 million
	Rp288,000
	5.6

	

	West Java Basic Education Project
	SDN Cijakan 1
	New primary school
	New build
	Rp275.4 million
	Rp752,879m²
	4.7

	
	SDN2 Teluk Lada 2
	New primary school
	New build
	Rp270.8 million
	Rp791,310
	4.0

	
	SDN Cipicung
	New primary school
	New build
	Rp318 million
	Rp430,894
	4.0

	
	MI Muhammadiyah Kaduranca
	Classrooms, office and toilets
	New build
	Rp244.6 million
	Rp970,794
	4.0

	
	SDN 1 Babakan Lor 1
	Classrooms, office and toilets
	New build
	Rp281 million
	Rp632,598
	4.0

	
	SLTPN 2 Bojong
	New junior secondary school
	New build
	Rp1,062.7million
	Rp1,142,717m²
	4.5

	
	SLTPN 4 Cimanuk
	New junior secondary school
	New build
	Rp 1,041 million
	Rp1,130,000
	4.1

	
	SLTPN 3 Munjul
	New junior secondary school
	New build
	Rp 1,047 million
	Rp1,179,585
	4.0

	
	SLTPN 3 Mandalawangi
	New junior secondary school
	New build
	Rp1,041 million
	Rp1,055,139
	4.0

	District Budget (APBD) Projects
	SLTPN 2 Cadasari
	Classrooms
	New build
	Rp93.28 million
	Rp717,538m²
	5.1

	
	SLTPN 2 Mandalawangi
	New junior secondary school
	New build
	Rp845.5 million
	Rp747,779
	5.0

	
	SLTPN 1 Pandeglang
	Classrooms
	New build
	Rp263.5 million
	Rp920,158
	5.6

	
	SDN Bangkonol
	Classrooms and office
	New build
	Rp106 million 
	Rp407,692
	5.6

	
	SDN 1 Kalang Antar
	Classrooms
	New build
	Rp95 million
	Rp583,144
	5.8

	
	SDN Kadu Bungbang
	Classrooms
	New build
	Rp75 million
	Rp735,429
	5.1

	
	SDN 2 Sukasaba
	Classrooms
	New build
	Rp64.3 million
	Rp591,088
	5.2

	

	Wonosobo District
	
	
	
	
	
	

	Junior Secondary Education Project
	SLTPN Sapuran
	Classroom
	New build
	Rp56 million
	Rp658,824m²
	6.8

	
	SLTP Muhammadiyah Leksono
	Classrooms, offices, teachers room
	Category 3 (major) renovations
	Rp42.8 million
	Rp219,487m²
	4.1

	
	SLTPN 1 Mojotengah
	Classrooms
	New build
	Rp56 million
	Rp400,000m²
	5.3

	
	SLTP PGRI
	Laboratory
	Category 3 (major) renovations
	Rp34 million
	Rp596,491m²
	5.3

	
	SLTP Muhammadiyah 5
	
	Category 2 (moderate) renovations
	
	Rp114,115
	4.0

	
	MTs Hidayatussibiyan Wadaslintang
	Classrooms
	New build
	Rp64 million
	Rp537,815
	4.0

	
	MTs Ma’araf 4 Sukoharjo
	Classrooms
	Category 1 (minor) renovations
	Rp35 million
	Rp105,740
	4.7

	
	SLTP Kristen
	Classrooms
	Category 1 (minor) renovations
	Rp30 million
	Rp229,008
	4.2

	

	SIG Programme
	SDN Candi
	Classrooms
	Category 1 (minor) renovations
	Rp30 million
	Rp82,418
	4.0

	
	SDN Ngadikusuman 1
	Classrooms
	New build
	Rp60 million
	Rp468,000m²
	5.9

	
	MI Muhammadiyah Selomerto
	Classrooms
	New build
	Rp42 million
	Rp403,846m²
	5.4

	
	MI Ma’arif Bowongso Kauman
	Classrooms
	Category 1 (minor) renovations
	Rp35 million
	Rp176,768
	4.7

	
	MI Ma’arif Suko Harjo
	Classrooms
	Category 1 (minor) renovations
	Rp25 million
	Rp142,857
	4.5

	
	MI Ma’arif Ngadimulyo
	Classrooms and office
	Category 1 (minor) renovations
	Rp50 million
	Rp173,792
	4.9

	
	MI Ma’arif Gunung Tawang
	Classrooms
	New build
	Rp42 million
	Rp265,909
	4.5

	
	MI Ma’arif Clengkom
	Classrooms
	Category 3 (major) renovations
	Rp35.4 million
	Rp924,509
	7.0

	
	MI Guppi Sumber Wulan
	Classrooms
	Category 3 (major) renovations
	Rp39.3 million
	Rp332,653
	5.1

	
	MI Ma’araf Medono
	Classrooms
	Category 1 (minor) renovations
	Rp34 million
	Rp110,390
	4.6

	
	MI Ma’araf Tracap 
	Classrooms
	Category 3 (major) renovations
	Rp41.8 million
	Ro220,000
	7.0

	
	MI Hidayatussibyan Trimulyo
	Classrooms
	Category 3 (major) renovations
	Rp35 million
	Rp185,185
	5.8

	
	MI Ma’araf Kalianget
	Classrooms
	Category 3 (major) renovations
	Rp41.2 million
	Rp188,990
	4.0

	
	MI Ma’araf Kejiwan
	Classrooms
	Category 3 (major) renovations
	Rp40 million
	Rp189,573
	6.8

	
	MTs Ma’arif Saporan
	Classrooms
	Category 3 (major) renovations
	Rp29.4 millions
	Rp126,724m²
	6.3

	
	MTs Ma’arif
	Classroom
	New build
	Rp12.25 million
	Rp250,000
	6.3

	
	MTs Ma’araf Kaliwiro
	Classrooms
	Category 1 (minor) renovations
	Rp29.1 million
	Rp86,607
	4.0

	
	MTs Ma’arif Ngaliyan
	Classrooms
	Category 2 (moderate) renovations
	Rp35 million
	Rp159,817
	4.0

	
	SLTP PGRI
	Classrooms, offices
	Category 2 (mod.) renovations
	Rp53 million
	Rp187,943m²
	5.5

	
	SLTP Kristen
	Library and toilets
	Category 3 (major) renovations
	Rp41 million
	Rp152,985
	

	

	District Budget (APBD) Projects
	SLTPN 2 Selomerto
	Classroom
	New build
	Rp40.6 million
	Rp525,906m²
	5.2

	
	SLTP Muhammadiyah Leksono
	Classrooms
	New build
	Rp60 million
	Rp521,739m²
	4.7

	
	SDN Wilayu
	Classrooms
	Category 3 (major) renovations
	Rp16.17 million
	Rp364,023m²
	6.1

	
	SDN Parikesit 1
	School office
	New build
	Rp47.2 million
	Rp400,000m²
	5.4

	
	SDN Parikesit 1
	Classrooms
	Category 3 (major) renovations
	Rp62.1 million
	Rp300,000m²
	5.4

	
	SDN Parikesit 1
	Classrooms
	Category 1 (minor) renovations
	Rp1.57 million
	Rp180,460m²
	5.4

	
	
	
	
	
	
	

	Riau District
	
	
	
	
	
	

	Donor-funded, contractor-built schools
	SLTPN 3 Pangkalan Kuras
	New junior secondary school
	New build
	Rp973.34 miilion
	Rp1,272,342
	6

	
	SLTPN 3 Kelayang
	New junior secondary school
	New build 
	Rp986.89 million
	Rp1,290,220
	6

	
	SLTPN 5 Keritang
	New junior secondary school 
	New build
	Rp996,.79 million
	Rp1,302,989
	6


Note: 
* Quality of construction is scored from (1) very good to (10) very poor ie the lower the number, the better the quality
Where existing buildings have been demolished down to the foundations and the foundations have been re-used, 17% of the construction cost has been added to the overall cost and the buildings have been shown as ‘new build’ rather than renovation
Attachment 2: 
Guidelines for community participation in school construction and 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.
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