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A. Program Purpose and Project Development Objective
1. Program purpose and program phasing:

The island states of the Organization of Eastern Caribbean States (OECS) face considerable development
challenges due to their small size and extreme vulnerability to external shocks and natural disasters. The
OECS countries rely primarily on three sectors for external income: (i) tourism, which accounts for more
than half of the earnings; (ii) mono-cropping in banana or sugar, where they are facing declining
preferential access to export markets and (iii) offshore financial and business services, for which they
have recently come under increasing international pressure to strengthen their regulatory infrastructure as
well as to reduce "harmful" tax competition. The events of September 11 resulted in a reduction in tourist
earnings that severely impacted on their economies, where diversification remains limited. The countries'
location within the hurricane belt (except for Grenada) and the presence of several active volcanoes also
increase the region's susceptibility to natural disasters of a catastrophic nature. Over the last five years
alone, five major hurricanes inflicted a total damage of over US$1.1 billion, or just under 50% of the total
sub-regional income.

Despite relatively strong economic performance during the last two decades, the OECS countries continue
to be plagued by strong income volatility and insecurity and persistent poverty. With the exception of
Antigua, which has a relatively low poverty headcount of around 12 percent, over one quarter of the sub
region's remaining population can be classified as poor using locally defined poverty lines (St. Lucia:
25.1%; Dominica: 33%; Grenada: 32%,; St. Kitts and Nevis: 31%; and Saint Vincent and the Grenadines:
37.5%). Continued growth has meant notable improvement in social indicators. In particular, the OECS
countries are providing universal access to primary education and access to secondary education for over
60 per cent of their population. However, this net enrollment, which compares favorably to Latin
American countries, conceals a profound deficit in quality and equity. Student achievement is very low
and a majority of youth leave the education system without the basic skills necessary to play a productive
role in society. Less than 70 percent of the students complete secondary education and less than 50%
succeed at the regional CXC exams (see Table 1 in Section B.2. for data by country). A high level of
unemployment among youth with low skill levels has resulted in an increase in the number of youth at
risk throughout the region. Unemployed school leavers face increasingly new challenges, not least the
temptation of a growing sub-culture of crime and drugs and early sexual activity with the concomitant
risks of contracting sexually transmitted disease and early pregnancy.

All the OECS countries have put education at the center of their strategy to diversify their economy, to
ensure sustainable growth and to improve the cohesion of the society by better integrating youth. In
November 2000, after a large consultation process, the OECS countries developed an Eastern Caribbean
Development Strategy with ten core priorities, among them two related directly to this project: (i)
developing human capital through continued investments in better quality health and education, especially
improved access to secondary and tertiary education and (ii) addressing pressing social issues,
particularly chronic unemployment and problems associated with youth. From there, each OECS country
started a participatory process to plan their long-term education development strategy. At a Regional
level, the OECS Secretariat (through the OECS Education Reform Unit - OERU) is attempting to
harmonize those strategies. A framework for‘reform with a horizon of 2010, "OECS Education Reform
Strategy: Pillars for Partnership and Progress," was adopted by the Ministers of Education in June 2001.
All the countries have expressed interest in engaging in secondary education reform programs that: (i)
expand access; (ii) revise the programs and curricula in light of fast changing labor market conditions;
(iii) improve quality by creating an environment more conducive to teaching and learning; (iv) address
the problems of youth at risk as manifested by significant school drop-outs, especially among boys, and
by school violence; and (v) develop the capacity of both central and school level administration in the
context of a newly defined system of autonomy and accountability.



The Bank, in the Country Assistance Strategy (CAS) dated June 4, 2001, favors a sub-regional approach
for continued support to education with a focus on improving quality and access at the secondary level.
The CAS confirms the priorities of the "OECS Education Reform Strategy" which was presented to the
CGCED meeting of June, 2000 and endorsed by the Ministers of Education on October 25, 2000. The
Bank approach for this program is similar to the one adopted in other operations such as Emergency
Recovery, Disaster Management or HIV/AIDS. In order to put the emphasis on the sub-regional
approach, conserving scarce institutional capacity and realizing efficiency gains in terms of overall costs,
the Bank groups similar operations under sub-regional umbrella mechanisms, while still shaping each
project to meet the particular needs of each country. Implementing country projects in this programmatic
approach encourages cost effectiveness and sub-regional integration, pooling resources from the member
countries to allow them to reach national and sub-regional priorities. The process also involved some
innovation to adapt the Bank's instrument to better suit the sub-regional goals. In the proposed
"horizontal" APL, phased support is provided for a long-term development program. The term horizontal
implies that the instrument will apply sequentially across countries in the sub-region to allow countries to
join the program when they are ready.

The proposed program will support the education development of Saint Lucia, Saint Christopher (St.
Kitts) and Nevis, Dominica, Grenada and Saint Vincent and the Grenadines. Each country will join the
program when they meet the established criteria for participation (see Section B.4.). St. Lucia and St.
Kitts & Nevis will be the first to join the program. The others are likely to join the program in FY03.

This program is developed with participation from the Department for International Development (DFID)
(see Annex 9 for full description of DFID project implementation support to St. Lucia) and is coordinated
with the other main donors for the education sector in the region, including the Caribbean Development
Bank, the European Union, UNICEF and the Canadian International Development Agency (CIDA). The
activities proposed under this program are supported by current initiatives from several regional
institutions: (a) the OERU's work on curriculum harmonization; (b) the Caribbean Examination Council's
(CXC) work on evaluation and standards and (c) the UNESCO regional office's initiative on education
statistics (Caribbean Regional Educational Management Information System - CREMIS). In order to
strengthen this regional collaboration and sharing of information, the Bank introduced an Education
Knowledge Management Network for the Caribbean (EKMN). This network was designed for key
education policy makers and practitioners in the Caribbean to share information and knowledge and learn
from one another in the preparation and implementation of education projects. The EKMN should
enhance participatory project design and facilitates access to previously unavailable information. The
OERU has created a staff position for two years to give continuity to this initiative.

This program builds on the recently completed Bank-financed Basic Education Reform Projects in St.
Lucia, Grenada and Dominica, the DFID-financed Secondary Education Support Project (SESP) in
Dominica and the CDB-financed education project in St. Kitts and Nevis. Achievements at the basic
education level have laid the foundation for reforms in the upper primary and secondary schools and have
increased demand for better quality education.

2. Project development objective (see Annexes 1A and 1B):

The overall program objective is to build human capital in the OECS which, in turn, will contribute to the
diversification of their economy and more sustainable growth. This objective will be achieved by: (i)
increasing equitable access to secondary education; (ii) improving the quality of the teaching and learning
process, with more direct interventions at the school level and a focus on student-centered learning, and
(iii) strengthening management of the sector and governance of schools.



3. Key performance indicators (see Annexes 1A and 1B):

The following performance indicators will be used to measure progress in meeting the established
development objectives:

Project Development
Objectives

Outcome/Impact Indicators

proportion of
Form V students
passing at least 5
CXC exams in
each of the 7
catchment areas of
the new Saddlers
school increases
by

15-20% by
2006/07

(GER) in the two new
schools’ catchment areas
increase significantly
from 2000/01 to 2006/07:
- from 35% to 60% in
Gros Islet

- from 0% to 70% in Anse
La Raye

Ratio between the
proportion of graduate
teachers in the poorest
and richest 20% schools
increases from 55% in

2000 to 85% by 2006/07

St. Kitts & St. Lucia Dominica Grenada St. Vincent &
Nevis the
Grenadines
Increase access to secondary education
Transition rate to (no need for an | from 69% in 2000/01 to | from 83% in from 60% in from 60% in
secondary education indicator here, 82% by 2006/07 1999/00 to 1999/00 to 2000/01 to xx%
increases since it reaches xx% by... xx% by... by...
100%)
Net enrollment rate in from 90% in from 64% in 2000/01 to | from 73% in from 62% in from 54% in
secondary education 2000/01 to 96% 77% by 2006/07 2000/01 to 2000/01 to 2000/01 to xx%
increases by 2006/07 xx% by... xx% by... by...
Improve the quality
Gross completion rate in from 70% in from 72% in 2000/01 to | from 56%toin | from 72% in from 47% in
Form 5 increases 2000/01 to 85% 85% by 2006/07 2000/01 to xx%| 2000/01 to xx%| 2000/01 to xx%
by 2006/07 by... by... by...
Proportion of students from 26% in 2000 | from 27% in 2000 to 40%| from 52% in from 13% in from xx% in
passing at least 5 CXC to 36% by by 2006/07 2000 to xx% 2000 to xx% 2000
increases, including 2006/07 by ... by ... to xx% by...
Math and English
Improve management and efficiency of the education system
Proportion of non-salary | from 5% in 2000 | from 13% in 2000 to 16%| from 5% in from xx% in | from xx% in 2000
recurrent expenditure out | to 9% by 2006/07 by 2006/07 2000 to xx% 2000 to xx% to xx% by...
of total recurrent by... by...
expenditure increases
Pupil-teacher ratio from 12.6 in from 19 in 2000/01 from 17 in from 29 in from 24 in
increases 2000/01 to 15% to 20 by 2006/07 2000/01 to 2000/01 to 2000/01 to xx%
by 2006/07 xx% by... xx% by.... by...
Improve equity
Specific to each country |Average Gross enrollment rates

Notes: Data for Dominica, Grenada and St. Vincent and the Grenadines will be
confirmed when the countries join the program.




B. Strategic Context

1. Sector-Related Country Assistance Strategy (CAS) goal supported by the project (see
Annexes 1A and 1B):

Document number: 22205-LAC Date of latest CAS discussion: June 4,2001

The OECS Country Assistance Strategy cites two crucial policy issues: (i) economic and social
vulnerability and (ii) limited institutional capacity. In order to relieve economic and social vulnerability,
the Bank, in close collaboration with other development agencies, should support an economic
diversification process to move from agriculturally-based economies to service industries and tourism,
while building institutional capacity and protecting their environment. This will require investments in
training of human resources. The quality of human capital is a critical factor for better integration in a
world economy dominated by knowledge-based industries. Education, especially at the secondary level,
should remain a strong priority for the Eastern Caribbean Governments in order to ensure that students
learn the basic skills necessary to enter into the labor force. Due to the special development challenges
that these small states face, the Bank proposes a sub-regional/regional approach to mitigate the limitations
imposed by their small size.

Caribbean Education Strategy Report No. 20452-LAC, June 2000: The proposed project is in line with
the five key recommendations made in the Caribbean Education Strategy paper, endorsed in a meeting
held on October 25, 2000 by the Ministers of Education of the region. These strategy recommendations,
intended to realize the final objective of reaching an internationally competitive labor force and equitable
and effective education systems, include: (i) narrowing the knowledge gap; (ii) making the school and the
classroom the center of focus of the education system; (iii) reducing inequities in the school system; (iv)
strengthening regional collaboration and (v) enhancing educational financing and management.

Small States: Meeting Challenges in the Global Economy - Report of the Commonwealth
Secretariat/World Bank Joint Task Force on Small States, April 2000 (presented at the Bank's Annual
Meetings in Prague in September 2000): This report states that “improving small states’ human capital is
the most important vehicle for a rapid transition and more equal income distribution.” A better-educated
population will be more productive and use limited resources more efficiently. In strategic global
repositioning of their economies, the OECS countries are rapidly shifting to service industries. Human
capital is a critical factor in service delivery, an increasingly important commodity in the global market.
Improvements in the quantity and quality of education, with emphasis on strong literacy and numeracy
skills, are essential to upgrade the work force and ensure labor productivity. Information technology can
also boost development in small states with a well-educated computer-literate work force. The Report
states that it is important for small states to build a knowledge base and share experiences. Regional co-
operation can also help to develop capacity. Finally, improved donor coordination is important to the
development of small states. Alignment of donor objectives reduces the administrative and financial
burden on the countries.

The OECS Education Reform Strategy: Pillars for Partnership and Progress 2010 (accepted in the 14th
Ministers of Education Meeting: Tortola - June 2001): This document proposes inter alia to reform
secondary education along the following lines: (i) to provide or maintain the provision of universal
education for all children up to the age of 16 years, to guarantee five years of secondary education to
students meeting the entry criteria and to certify achievement at the end of primary and secondary; (ii) to
establish a common curriculum in the first three years of secondary to reinforce general education
(English Language and Literature, Mathematics, Integrated Science, Integrated Technology, Social
Studies, Foreign Languages, Physical Education, Religious and Moral Education and Performing Arts)
and to allow some degree of specialization in the last two years; (iii) to improve the quality through
modular programs, comprehensive training for school principals and teachers, lengthening the school year
to 190 days, encouraging the use of creative and performing arts and information and communication




technology in teaching and (iv) to strengthen the delivery of support services such as guidance and
counseling, social welfare and library and learning resources.

2. Main sector issues and Government strategy:

Sector Issues

The following issues were identified through the preliminary work done in the development of the
countries' long-term education plans and during the preparation process through studies done in the
following areas: (i) social assessment, (ii) school financing, (iii) youth-at-risk; (iv) teacher training; (v)
curriculum; (vi) science education and (vii) numeracy and literacy. The studies involved interviews with
teachers, principals, students, MOE personnel and local NGOs. In the social assessment, students were
offered the opportunity to express their perceptions, concerns and expectations of school. School-leavers,
parents and teachers were also interviewed to corroborate students' statements. Special focus was placed
on issues of inequity of access to quality education.

(a) Inequitable access to secondary education

Students from low-income families have a lower participation rate in quality secondary education in
OECS countries. In St. Kitts, though secondary enrollment is universal, the secondary school that serves
the children from the low-income area of the island is overcrowded and infrastructure is poor. In
addition, many of these children have to travel long distances to reach school. In St. Lucia, low-income
children are more likely to be enrolled at all-age primary schools' or not enrolled in the formal school
system. While only 46% of students from the 1% quintile are enrolled in secondary education, 79% of
students from the 5™ quintile are enrolled. The limited number of secondary school places in St. Lucia
results in a low transition rate from primary to secondary schools (see Table 1 below). This is partly due
to the high selectivity of the Common Entrance Examination (CEE)?, which rations the limited places
available in secondary education. This also has a negative effect on the poor because they often attend
the schools with fewer resources and from which fewer students pass the exam. There is a traditional
concentration of secondary schools in urban areas which limits availability to many poor rural families,
and there are no explicit compensatory and targeting mechanisms (transport subsidies, education grants,
feeding programs, etc.) which facilitate the access of disadvantaged children to secondary schools. In
addition, there is a gender issue present in both countries (and in the whole Caribbean region in general),
whereby males demonstrate lower academic achievement levels and have lower participation in
secondary education.

(b) Deficient quality of secondary education.

Results of the Caribbean Examination Council (CXC) exams, given at the end of the secondary cycle,
determine students' ability to enter tertiary education or access professional jobs in the labor market. In
most of the OECS countries, students' achievement level on some CXC exams is very low. In St. Lucia,
only 27% passed 5 subject exams, including Math and English in 2000, while in St. Kitts and Nevis, the
pass rate was 26% (see Table I below). An inequitable distribution of resources across schools results in
differences in the quality of education offered to students, especially those from lower income families,

! The students who fail the Common Entrance Examination, given at Grade 6 of primary school, remain in the all-
age primary schools (attending senior primary courses or junior secondary programs). A minority of them have a
further chance to gain a place in secondary school (integrating Form 3) via the Common Middie School
Examination.

2 The CEE is a competitive exam given at the end of Grade 6 to give access to the secondary cycle.



and unequal opportunities to attain the CXC goal. The factors more commonly mentioned during
preparation of the program that contribute to poor student achievement include: (i) imbalanced and
irrelevant curricula; (ii) low teacher qualifications and a teaching/learning mode that is uninteresting and
generally ineffective; (iii) insufficient and low quality instructional materials and educational equipment;
(iv) the need for continuous evaluation of student performance and better supervision mechanisms and (v)
a school environment that discourages involvement of the whole school community. All of these factors
create a school environment that is not conducive to student learning and that inhibits active student
participation.

(b.i.) Imbalanced and irrelevant curricula

Across the OECS, the curriculum is imbalanced and insufficient to meet society's current needs and does
not appeal to the interests of the students. It includes obsolete subject matter and lacks a clearly defined
core curriculum to ensure development of core skills for all students. Instead, it offers a multiplicity of
options too early in the student's school career, resulting in superficial coverage of many subjects and
creating excessive costs for individualized teachers and space. In addition, streaming of students takes
place in many schools, leading frequently to students being restricted in their subject choices and being
required too early to make career choices. Such practices of streaming contribute to student
dissatisfaction and loss of self-esteem.

In recognition of these problems, the OERU has led regional efforts to agree on a core curriculum. In
their policy document, "Pillars for Progress," they outline a list of subjects that has been endorsed by the
Ministers of Education. However, discussions in a recent regional curriculum seminar (February 2002),
organized by the Bank, revealed that the policy mandates have not yet been adopted by individual
governments nor have they been put into practice in schools. The harmonization of the curriculum across
the OECS should be accelerated to promote economies of scale in the production and purchase of
textbooks and to allow for a common assessment of learning achievement.

The curriculum seminar participants also agreed that the curriculum requires a more interdisciplinary
approach, and it should give more attention to the development of autonomy, values and moral
behaviours and local culture. In addition, all the countries expressed the need for greater inclusion of
information technology. They are especially concerned with the lack of a cohesive program that enables
secondary school students to acquire the skills, knowledge and attitudes for the use of information
technology. ‘

(b.ii.) Ineffective teaching/learning mode, low teachers’ qualifications and insufficient
training

The pedagogy is teacher-centered and discourages student autonomy and creative, independent research
and learning. The Governments assess that teachers should offer differentiated activities and
individualized learning in a more interactive way. Efforts are being made to offer teacher training more
conducive to modern pedagogy and curriculum changes.

Teacher qualifications are low. In St. Lucia, only about half of the secondary teachers had tertiary
degrees in 1997/98 and only 58% of the teachers had received some sort of teacher training. In St. Kitts
and Nevis, only 30% of the secondary teachers had tertiary degrees in 1999/2000 and 30% of the teachers
had received some training. In addition, there is a constant movement of teachers, so the MOE is
continually required to hire new substitute teachers to replace trained teachers who have left the system.
Many teachers show weaknesses in pedagogical skills and mastery of subject matter, which are cited by
education officials and school principals as one of the major causes of low student achievement levels. A
secondary effect of these weaknesses is teachers' inability to create a learning environment that limits
disciplinary problems in the classroom or to handle disciplinary action in productive ways. Students
interviewed shared feelings of apprehension for the use of corporal punishment in schools, lack of respect
from teachers and a dearth of good role models.



(b.iii.) Insufficient and low quality instructional materials and educational equipment to
support student-centered learning approaches

Secondary schools are characterized by the absence of basic educational materials and equipment to
support student-centered classroom teaching and learning. Those school libraries that exist are poorly
stocked and under-used, and computers are not systematically connected to the internet. Science
laboratories are poorly equipped and the computer laboratories, when existing, are under-used due to
insufficient access to educational software and poor maintenance of the hardware. The conditions make it
extremely difficult to implement student-centered approaches, such as group or team work, independent
research projects, science experiments and other hands-on learning methods. Finally, teachers and
educational support staff require more appropriate training to use existing and proposed new equipment.

(b.iv.) Need for more continuous student assessment and supervision mechanisms

In most of the countries, the education system is largely based on a policy of automatic promotion from
one grade to the next, with a selection being made at the end of the two main cycles, primary and
secondary (in St. Kitts, only at the end of the secondary cycle). The lack of intermediate student
assessment makes it difficult to detect educational achievement problems and resolve them when they
appear, leading to low achievement levels on the two terminal exams. St. Lucia has introduced a
Minimum Standard Examination after the 3rd and 5th Grades that tests the knowledge and skills of all
students at a particular grade level in the basic education cycle and introduces standards and benchmarks
as a means of quality control. St. Kitts and Nevis has designed National Certificates of Education for the
same purpose. There is a general need at the sub-regional level to develop a new examination system to
assess student achievement in the core subjects and some selective areas. This exam could be given after
Form III to include students who may not reach the CXC level.

(b.v.) Need for enhancement of school community participation

The overall atmosphere of the school, given the issues cited above, and insufficient communication
between major stakeholders create an environment that is not conducive to pedagogical improvements
and that does not respond to real needs, interests, expectations and culture of the students. There is a lack
of activities in which students can take initiatives and voice their concerns. The involvement of the
parents is also insufficient to motivate and support the school and the students.

(¢c) Weak management of the sector and governance of schools

Three main issues in the management of the sector and governance of the schools need to be tackled quite
urgently. First, there is a weak information system to support informed and effective decision-making.
Although the countries have Education Management Information Systems, they do not all include
systematized data collection, effective supervision and reporting mechanisms and established quality
standards. There is no supervision system in place that uses the EMIS data to monitor school and staff
performance. The recently closed projects have worked to build the planning capacity of the MOEs, but
this will need to be further strengthened and decentralized to include district offices and schools.
Secondly, governance is weak at the school level with insufficient training for principals, low levels of
parent participation and limited autonomy and capacity of the schools to manage small maintenance
budgets and apply site-based activities and innovations. Thirdly, there is low capacity of the sector in
budget management and planning with consequent difficulties in mobilizing the necessary resources for
quality investments (including maintenance and in-service teacher training).



Table 1: Some education data

Education Net Repetition Transition Net Gross Repetition Proportion
Expenditure enrollment rate in rate from enrollment completion rate in of students
/GDP rate in primary primary to rate in rate secondary passing at
primary education secondary secondary (Form 5) education least 5
education education education subjects at
the CXC
®
St. Lucia 6.6% 98% 2.2% 70% 64% 72% 0.2% 27%
(2000) (2000) (2000) (2000) (2000) (2000) (2000) (2000)
©
Dominica 6.7% 85% 2.2% 83% 73% 56% 11% 52%
(1999) (2000) (2000) (1999) (2000) (2000) (2000) (1998)
St.Kitts and | 6.2% (a) 98% 3.0% 100% 90% 70% 5.2% 26%
Nevis (1999) (2000) (2000) (199%) (2000) (2000) (2000) (2000) ()
Grenada 7% (2000) | 99% 2.8% 60% 62% 72% 1.3% 13%
(2000) (2000) (1999) (2000) (2000) (2000) (2000) (d)
St. Vincent 6.3% 98% 10.6% 60% 54% 47% 9.5% N.A.
and the (1999) (2000) (2000) (2000) (2000) (2000) (2000)
Grenadines

Source: UNESCO, EFA 2000 Country Assessment Reports, CGCED (2000), St. Lucia -Ministry of Education (2001),
Dominica-Ministry of Education (2000}, St. Kitts and Nevis-Ministry of Education (2000), Grenada-Ministry of Education
(2000) and St. Vincent and the Grenadines-Ministry of Education (2000).
Notes: (a) Education Expenditure/GNP; (b) Students passing a minimum of 5 general/technical subjects as a proportion of
the students sitting the CXC; (c) Students passing a minimum of 5 general/technical subjects, including Math and English, as
a proportion of the students sitting the CXC; (d) students passing 4 CXC including English and Math.
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Government Strategies

All the countries participating in this program have engaged recently in the preparation of a long-range
education sector plan. In each country, the process has been highly participatory, including meetings
across the islands with key stakeholders. In their plans, firstly, all the Governments have indicated a
strong commitment to education. They have agreed to maintain significant and consistent public
investment in education, as indicated by the levels of education expenditure as a percentage of GNP (see
Table 1 above). The continuity of this commitment over the past 30 years has led, in all the countries, to
almost universal coverage in primary education. As a result, they are now focusing on the development
of quality secondary and tertiary education and greater access to these levels for students from low-
income families. The Governments all recognize that there are still quality issues to be addressed at all
levels. Governments are: (i) designing remedial programs to improve literacy and numeracy skills for
low-achieving students in primary school; (ii) increasing training opportunities to raise teacher
qualifications; (iii) reforming the secondary school curriculum to make it more relevant to the needs of
the society; (iv) equipping secondary schools with the facilities, materials and technology to promote
student-centered learning and (v) increasing the use of diagnostic assessment mechanisms. A more
detailed description of the individual plans is included in Annex 2A for St. Kitts and Nevis and 2B for St.
Lucia.

3. Sector issues to be addressed by the project and strategic choices:

The project will address the three main sector issues highlighted above:
Equitable access to secondary education

The project aims to increase access to secondary education, paying special attention to students from low-
income families. Construction of new schools in under-served areas, rehabilitation of existing schools
and expansion of the number of classrooms will provide additional secondary school places or replace
temporary and dilapidated facilities. Care has been taken to ensure appropriate selection of school sites
for new schools, based on poverty assessment and school mapping data. Rehabilitation and expansion
will be focused on the schools with fewer resources. St. Lucia will use these two strategies in their efforts
to achieve universal secondary education while St. Kitts and Nevis will improve opportunities for the
poorest students in the school system. In addition, St. Kitts and Nevis will extend to secondary education
the school feeding program. Cafeterias will be constructed or added to the public secondary schools and
profits will be used to subsidize meals for the poorest students in each school.

Improved quality

A compensatory literacy and numeracy program in primary and secondary schools will ensure that more
students acquire the basic skills to move into secondary school and successfully handle the demands of
the secondary curriculum. In secondary schools, the program will enhance the quality of the educational
process by improving the school teaching and learning environment with more direct interventions at the
school level and a focus on student-centred learning. Governments will move towards a common core
curriculum more responsive to the country’s development needs and the introduction of information
technology across the subjects. Relevant learning materials, books and laboratory equipment will be
provided, and learning resource centers, equipped with books, computers with internet service and audio/
video equipment, will give students and teachers research facilities and the means for more creative
teaching and learning. Teacher training courses will improve teachers' knowledge of subject matter and
ability to use technology as well as student-centered pedagogical skills. In addition, efforts will be made
in training courses to improve teachers’ skills in early detection of learning problems and identification
and methods for working with students at risk. Finally, continuous student assessment and shifts to make
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terminal examinations more diagnostic in nature will provide for more focused and relevant student
assessment and quality assurance.

Another key to improving quality is improvement of the school environment. Students need to feel more
welcome in schools, and they need an avenue for more creative expression. School Improvement Projects
(SIPs) have been identified as an effective way of creating partnerships throughout the school community,
fostering ownership and stimulating innovation in education. And extracurricular activities, selected and
managed by the students themselves, will allow students to define and explore their own interests.
Improved student support services, including trained guidance counselors, also will be available to
students.

Better sector management and school governance

Improvements in the countries' Education Management Information Systems (EMIS) will link schools
with each other and with the Ministry of Education at the central level, and will provide reporting and
supervision mechanisms as well as established quality standards to be monitored on a continuous basis.
This will enhance the work of the District Education offices and will inform the teacher training and
pedagogical support to teachers. At the school level, principals will receive leadership and management
training and the Program will extend initial training on the use of school development plans to include the
involvement of teachers, students, parents and the wider community in School Development Planning.

4. Program description and performance triggers for subsequent loans:

In the proposed "horizontal" APL, phased support is provided for a long-term development program. The
term horizontal implies that the instrument will apply sequentially across countries in the sub-region to
allow countries to join the program when they are ready. The countries will implement their projects
simultaneously.

The proposed program will support the education development of St. Lucia, St. Kitts and Nevis,
Dominica, Grenada and St. Vincent and the Grenadines. Each country will join the program when they
meet the following established criteria for participation:

Adoption by their Government of a long-term Education Development Plan;

Readiness of a project proposal to improve quality and access to secondary education;
Establishment of a Project Management Unit with functions and staff satisfactory to the Bank;
Credit worthiness indicators (net international reserves, debt to GDP and debt service to exports
of goods and non factor services) that remain within reasonable ranges; and

= Counterpart funding availability for the project.

St. Kitts and Nevis and St. Lucia will be the first to join the program. The others are likely to join the
program in FY03. The program is described in Section A.1. and the individual country projects for St.
Kitts and St. Lucia are described in Annexes 2A and 2B, respectively.
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C. Program and Project Description Summary

1. PROJECT COMPONENTS (see Annexes 2A and 2B for detailed descriptions and Annexes 3A and 3B
for detailed cost breakdowns):

The following is a general outline of the proposed project. Local adaptations to meet individual country's
needs can be found in Annexes 1A and 1B. Costs for the individual sub-projects can be found in
Annexes 3A and 3B.

1.

Increase equitable access to secondary education, paying special attention to students from low-
income backgrounds, by (a) constructing new schools in under-served areas and (b) rehabilitating
existing schools and expanding the number of classrooms.

Improve quality to enhance the school teaching and learning environment, with more direct
interventions at the school level and a focus on student-centred learning, through: (a) curriculum
enhancement and related teacher training and improved continuous assessment; (b) establishment
of learning resource centers and improved science laboratories and provision of relevant learning
materials, books and laboratory equipment; (c) establishment of literacy and numeracy
enhancement programs and programs to support participation of disadvantaged students,
including learning support for less able learners and (d) use of school development plans and
provision of school improvement projects and extracurricular activities for youth at risk.
Strengthen management of the sector and governance of schools by (a) expanding the
Education Management Information System (EMIS) to link schools with each other and with the
Ministry of Education at the central level, which should include reporting and supervision
mechanisms as well as the establishment of quality standards to be monitored on a continuous
basis and (b) improving supervision and support to schools through strengthening of district
education offices, the training of principals, the promotion of parent participation and the
implementation of decentralized maintenance budgets.

St. Kitts and Nevis
Indicative Bank % of
Component Sector Costs % of financing Bank
(US$M) Total (US$M) | financing |
EQUITABLE ACCESS Secondary 3.04 43.6 2.02 40.4
Education
QUALITY TEACHING and 2.88 413 2.16 43.2
LEARNING
MANAGEMENT and 0.30 4.3 0.23 4.6
GOVERNANCE
PROJECT MANAGEMENT 0.65 9.3 0.49 9.8
PPF REPAYMENT 0.05 0.7 0.05 1.0
Front-end Fee 0.05 0.7 0.05 1.0
Total Project Costs 6.97 100.0 5.00 100.0
Total Financing Required 6.97 100.0 5.00 100.0
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St. Lucia

Indicative Bank % of
Component Sector Costs % of | financing Bank
(USSM) Total (US$M) | financing |
EQUITABLE ACCESS Secondary 13.77 71.9 8.34 69.5
Education

QUALITY TEACHING and 19.0 2.64 22.0
LEARNING 3.63

MANAGEMENT and 0.87 4.5 0.61 5.1

GOVERNANCE

PROJECT MANAGEMENT 0.56 2.9 0.09 0.8

PPF REPAYMENT 0.26 1.4 0.26 2.2

Front-end Fee 0.06 0.3 0.06 0.5

Total Project Costs 19.15 100.0 12.00 100.0

Total Financing Required 19.15 100.0 12.00 100.0

2. Key policy and institutional reforms supported by the project:

A key element to make the school more effective, to improve the learning environment and to make it
more attractive to students, is the empowerment of the school community. Each of the countries, in their
long-term sector plan, has highlighted the need to decentralize education, focusing on the school level and
enabling greater school autonomy in planning and decision-making. This will be supported by many of
the activities in the proposed project: (a) each school will have a school development plan and a school-
based improvement project, elaborated with the participation of principals, teachers, students, parents and
community leaders; (b) students should drive the selection and implementation of extra-curricular
activities; (¢) each school will manage a maintenance budget and (d) each school will be connected to and
will contribute data to an EMIS system. The countries support these activities within an improved legal
framework. In St. Lucia, the new Education Act, passed in 2000, now establishes the basis for
governance of the system and will strengthen the district education offices. St. Kitts and Nevis propose
the formation of school Boards to monitor decentralized activities.

All the OECS countries have also agreed on the development of a core curriculum for Forms I to III of
secondary education, building on the work done to date by the OERU. This curriculum aims to: (i)
provide the basic skills for all students; (ii) adapt the contents to address specific regional issues; (iii)
introduce information technology across subjects; (iv) strive to make the content more relevant and
thereby more attractive to students and (v) focus more on core subject areas and reduce the number of
electives to make education more cost effective at this level. The OECS Education Development program
will assist in the provision of instructional materials and training and re-training of teachers to meet new
curriculum needs. It also will ensure that school construction and rehabilitation, as well as equipment, are
in line with more student-centered pedagogical approaches.

14




3. Benefits and target population:
Main benefits

The expected benefits from this program are considerable. First, it will increase educational opportunities
for youth from disadvantaged and rural areas. It also offers potential improvement in the quality of
secondary education. This improvement will ensure that students are able to benefit fully from secondary
education, in contrast to the current situation. Educational achievement will be higher, leading eventually
to higher productivity and an increase in the earnings differential. Completion of the secondary cycle by
a greater number of students will increase youths' opportunities to acquire better skills for the job market
and get more qualified and better paying jobs.

Another important benefit which will follow from the increased enrollment is the reduction of out-of-
school youth with a consequent reduction in violence and societal risk. Improving school climates and
keeping students in school has proved to be the most cost-effective way of reducing youth violence.

Finally, the improved goverﬂance and the curriculum reform will lead to efficiency gains in the education
process that will translate into a reallocation of funds from salaries to non-salary recurrent expenditures.
This will allow for greater investments in quality.

Target population

The access component of the project will benefit especially the secondary school-age children of
disadvantaged and rural areas. Less able learners will be targeted with specially designed support
programs. The quality component of the project will benefit all the secondary education students in both
urban and rural areas.

4. Institutional and implementation arrangements:

Project coordination and implementation arrangements:

In each country, a Project Management Unit (PMU), already established within the respective Ministry of
Education, will be responsible for project coordination, management and implementation. A Project
Coordinator will be assigned by the ministry to coordinate project progress and will be the principal link
with the World Bank and DFID. The PMU will include the number of staff members gauged necessary to
carry out the coordination, procurement, financial management and accounting of the project (see
Arnnexes 64 and 6B for full list of staff). In St. Kitts and Nevis, a Project Advisory Committee (PAC) will
be established in the MOE. It will be chaired by the Permanent Secretary and will include representatives
of the PMU, chairpersons of project sub-committees and senior officials representing the Ministry of
Finance, the Planning Unit and the Public Works Department. A similar advisory committee exists in St.
Lucia. The PAC will provide systematic advice and counseling during implementation of the project and
exercise a monitoring role for the activities of the PMU,

Project implementation, monitoring and evaluation

In each country, the project components will be executed by the respective ministry units, with oversight
by the PMU. Implementation of the project will be guided by the Project Operational Manual (OM), the
Financial Management manual and a detailed procurement plan. The final issuance of the OM is a
condition for effectiveness of the Loan.

The implementing units will provide regularly scheduled progress reports to the PMU. The PMU, in turn,
will report project progress on a quarterly basis to the Bank, according to agreed upon performance
indicators (see Annexes 14 and 1B). As mentioned above, the PAC will also monitor project activities.
As an extension of the PAC, St. Lucia has proposed the creation of a formal Council on Secondary
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Education comprising Education Officers and Principals of secondary schools. This is welcomed as an
additional means to ensure full stakeholder engagement in project implementation and monitoring.

Accounting, financial reporting and auditing requirements

The financial management of the project (including accounting, reporting audits and disbursements) will
be coordinated by the PMU, which is currently in the process of finalizing the overall financial
management system. To facilitate disbursements, a Special Account will be established and managed
according to Bank guidelines as prescribed in the Disbursement Handbook. The project will be audited
annually by an independent auditor acceptable to the Bank, and special purpose audits will be carried out
on a half-yearly basis to audit the demand-driven component of the project. Audit reports will be
submitted to the Bank no later than six months after the end of each fiscal year. Details of all financial
management arrangements may be found in Annex 6.

D. Project Rationale
1. Project alternatives considered and reasons for rejection:

Sub-regional approach vs. single-country loans: The decision to include several countries under one
program was made for two reasons. First, the OECS countries will gain from a more integrated approach.
The limited resources available to each island are insufficient to tackle similar issues individually.
Several regional initiatives have been established already, including common CXC examinations for
secondary education graduates and an evaluation process that uses similar benchmarks; cost-effective
teacher training via distance learning and a regional curriculum reform effort. The proposed program is
building on these regional agreements. To foster regional collaboration in the design and execution of the
program, the Bank introduced the Education Knowledge Management Network (see section A.1. for a
detailed description). Secondly, the transaction costs for preparation, monitoring and evaluation of the
project are reduced under a multi-country approach.

Focus on secondary education vs. whole-sector reform initiatives: Although some of the activities will
cut across levels, such as institutional strengthening and student support programs, the decision was made
to focus mainly on secondary education. Recent Bank-financed projects (BERPs) in Dominica, St. Lucia
and Grenada and the CDB-financed project in St. Kitts and Nevis supported basic education reform in the
respective countries. These projects have improved education quality and all the countries have achieved
universal primary enrollment. Thus, the proposed program will build on these achievements to make
quality secondary education available to the increasing demand. Another reason for focusing on one level
of the education system is to simplify the design of the project. The inclusion of several countries makes
it sufficiently challenging, and efforts are being made to concentrate on issues common to all of them.
The program will not address tertiary education needs, with the exception of teacher training, since most
secondary graduates leave their countries to pursue higher education, and national capacity for tertiary
training is limited, as is national investment.
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2. Major related projects financed by the Bank and/or other development agencies

(completed, ongoing and planned):

Sector Issue

Project

Latest Supervision
(PSR) Ratings
{Bank-financed projects only)

Bank-financed

Implementation Development
Progress (IP) Objective (DO)

Improve human resource capacity
necessary for economic and social
development through a more efficient
and effective education system

St. Lucia Basic Education
Reform (PE-P038698-LC)/
Co-financed with CDB

S S

Accelerate human resource
development through support of a
basic education reform to increase the
efficiency and effectiveness of the
education system and enhance equity
of access to educational opportunities

Dominica Basic Education
Reform (PE-P006969)

Accelerate human resource
development through support of a
basic education reform to increase the
efficiency and effectiveness of the
education system and enhance equity
of access to educational opportunities

Grenada Basic Education
Reform (PE-P043923)

Improve the quality, efficiency and
equity of lower secondary education
with particular emphasis on serving
the poorest students and strengthen the
capacity of the MOE&C to plan and
monitor the impact of the reform

Jamaica Reform of Secondary
Education (ROSE) (PE-
P007479)
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Sector Issue

Project

Latest Supervision
(PSR) Ratings
(Bank-financed projects only)

Other development agencies

Improve quality of primary education
and increase access to secondary
education

St. Kitts & Nevis Basic
Education Project (CDB,
1996)

Strengthen the secondary education
sub-sector in Dominica through the
construction of a new school and the
provision of technical assistance
focused on enhancing the educational
system

Dominica Secondary
Education Support Project
(DFID, 1998)

Improve quality of primary education
and increase access to secondary
education

Antigua and Barbuda Basic
Education Project (CDB,
1997)

Need to increase access to Higher
Education, particularly for students in
no campus countries as well as those
geographically distant within campus
countries (27 education centers were
developed in 16 countries)

Regional University of West
Indies (UWT) Distance
Education (CDB, 1992)

Expand and improve the secondary
education sector

Trinidad & Tobago Program
of Secondary Education
Project (IADB, 1999)

Improve the quality of the education

Barbados Education Sector

sector through the use of modern Improvement Program (IADB,

technology 1998)

Provide training for untrained primary | UWI/OECS Primary Teacher

teachers in the OECS countries Education Project (DFID,
1994)

Assist Governments to produce long-
range sector strategic plans

Education Sector Strategic
Plan (DFID, 1999 [Belize, St.
Lucia, Dominica, St. Vincent];
2001 [Grenada))

Contribute to poverty eradication and
sustainable development through
improved education

Belize Education Sector
Improvement Project (DFID,
2001)

IP/DO Ratings: HS (Highly Satisfactory), S (Satisfactory), U (Unsatisfactory), HU (Highly Unsatisfactory)
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3. Lessons learned and reflected in the project design:

P

Y& Sector & Themes Mg KM

Simple project design and flexibility: In small states, in order to reduce transaction costs, the Bank is
allowing for horizontal APLs to group countries that are working on like issues. However, the horizontal
APL loans currently under implementation for multiple countries have mixed ratings. As in all new
ventures, we must approach this with a certain degree of caution. The OECS Disaster Management
project used a horizontal APL with additional vertical phasing in the timing of the project (APL1, 2 and 3
with specific countries and an APL4 for contingency funding). Unexpected events during the course of
implementation have required cumbersome adjustments. For this reason, this program proposes a simple
umbrella structure whereby two countries (St. Kitts & Nevis and St. Lucia) will initiate their projects
simultaneously. A similar design would be implemented for the other countries (Dominica, Grenada and
St. Vincent) in the future, pending policy dialogue with the Governments.

Flexibility during project implementation: In St. Lucia, the sector realized significant strides towards
system reform by effecting changes in the BERP content to address pressing unanticipated needs. This
allowed, for example, the expansion of local training to include Management training for MOE staff,
principals and teachers, and the support to additional district offices and strategic units within the
organization. So while there can be broad agreement on the scope of assistance under specified
components, there needs to be room for maneuver within and across sub-components as implementation
progresses. This is taken into consideration for this program.

Donor co-ordination with single-source funding: The OECS Solid and Ship Waste Management Project
is excessively complex with multi-countries, multi-donors and multi-source funding with a blend of
IBRD/IDA and GEF funds and a complex project design. As a result, implementation has been difficult.
The aim of this proposed education program is to improve donor coordination, stimulate donor
investments and reduce transaction costs but avoid the rigidity and complexity of a co-financed loan. We
are engaged in dialogue and parallel coordination of actions with major donors (DFID, CIDA,
OECS/OERU and EU) in the planning of sector investments and the design of the program. DFID and
the Bank are associated in the preparation and implementation of the program.

Community participation in design and implementation of projects: All the countries have noted the
importance of involving stakeholders in the development of sector plans, and adopted a highly
participatory process to establish their national long-range education plans. This responds, in some
dimensions, to the lesser degree of participation in the recently closed projects, and the resulting limited
success at the school level. In Dominica, ongoing efforts at reform have fallen short of effective
ownership at the school level, so they have proposed devolvement of more authority and a focus on
schools as the centers of change. They have done this by securing improved participation in the design of
their project under this program and will empower teachers and principals to be agents of change through
the EMIS, school networking and school improvement projects. St. Lucia and St. Kitts and Nevis have
also followed a participatory approach to designing their proposed projects, and St. Lucia plans to
establish an advisory Council on Secondary Education comprising Education Officers and Principals of
secondary schools to oversee the implementation.,

School improvement projects: The Bank has found, in countries across the region, that school
improvement projects have proved to be one of the most effective agents of change in schools. Chile's
school-based Education Improvement Project (PME) and extra-curricular activities (ACLES) are among
the most successful and innovative components of the MECE projects. PMEs are submitted to the
government by individual schools and are funded on a competitive basis. The PMEs have given teachers
and principals the autonomy to decide how best to improve education quality in their schools and the
ACLES have allowed students more expression in determining the activities that are interesting and
meaningful to them, within the safe structure of the school community. Paraguay's Innovative Education
Projects (PIEs) have also been widely successful in involving students, teachers, parents and community
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leaders in the quest for improved education responsive to local needs and have increased educational
leadership among teachers and principals, improved communication with the school and with the
community and enhanced teaching practices. This program, like the project under preparation in Jamaica,
will incorporate these same types of innovative activities to promote school-based management, improve
the school environment and address existing problems with youth at risk.

Civil works: In St. Lucia, implementation of the BERP has taught them that beneficiary input at the
design stage of civil works, namely new schools, and adequately defined project needs prior to tender and
start of construction, can help to reduce time and overall cost of civil works. The countries have taken the
steps during the preparation phase of their projects to settle the issues relevant to proposed construction
sites before the project start date, including school mapping, property titles and ownership, encumbrances,
utilities, environmental impact and surveys. In addition, a general framework of guidelines for
environmental assessments will be provided to all new countries coming in under the program.

4. Indications of borrower commitment and ownership:

All the countries have engaged over the last two years in the development of long-range sector plans.
Their conscious inclusion of a wide range of stakeholders has committed them to carry forward the
reform proposals by way of concrete actions within a limited period of time. St. Lucia, Dominica and
Grenada have all requested follow-up funding to World Bank-financed education projects (BERPs) that
recently closed in order to continue bolstering the education reform process. St. Kitts & Nevis and St.
Vincent have also made direct requests for Bank financing to support the education sector. St. Lucia and
St. Kitts & Nevis have submitted draft project proposals to the Bank. The project designs are rooted in
their long-term education plans. Evaluation impact studies for the BERPs have informed the proposed
program preparation process, providing lessons learned to guide the program design.

All the countries participated in the Regional Meetings of the Americas Education for All in Santo
Domingo in February 2000 to formulate a Regional Action Plan 2000-2015 which was presented at the
Conference in Dakar in April 2000. They have also participated in the Caribbean Education Strategy
issued by the World Bank. The sector needs have been brought forth by the countries themselves and
they are committed to addressing them. One clear indication is the attendance of representatives from
Dominica, St. Kitts & Nevis and St. Lucia at the identification workshop in Washington, DC in June,
2000. Each country financed the travel for a team, including high level Ministry of Education officials,
BERRP staff, teacher training institute staff and secondary school directors.

All the countries also sent representatives to a recent Bank-financed curriculum workshop to review
advances in curriculum reform for the first three years of secondary education. They have committed to
supporting the regional initiatives by the OERU and will use these to advance individual country efforts.

5. Value added of Bank support in this project:

The Bank has a standing commitment to provide financial and technical assistance to the Caribbean
region and an ongoing relationship with the ministries of education. A collaborative approach has yielded
increased cooperation between the Bank and the countries, and among countries. The Bank introduced
the Education Knowledge Management Network as a tool for fostering continued collaboration. The Bank
has participated in the Caribbean Education Task Force in its quest to establish a regional strategy and is
knowledgeable about regional sector issues.

The Bank has carried out extensive sector work in secondary education and can provide best practice
examples of initiatives at this level. Particular to this project, the Bank's team offers expertise and
familiarity with international secondary education reforms and school-based programs for youth,
particularly in Chile, Argentina and Paraguay. The successful Chilean experience was introduced in the
identification workshop.
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The Bank has encouraged collaboration among donors (DFID, OECS/OERU, CIDA) in the project and
has assisted in mobilizing additional sources of financing. The Bank organized and financed a regional
curriculum workshop, encouraging OECS representatives to engage in consensus building around lower
secondary curriculum issues. DFID, CXC and OERU representatives also participated to ensure
collaboration among donors and regional agencies.

E. Summary Project Analysis (Detailed assessments are in the project file; see Annex 11):

1. Economic (see Annexes 4A and 4B):

The main benefits of the project will be the increase in the access to secondary education and the
improvements in the quality of this same education cycle. Greater access to secondary education (and,
thus, higher numbers of secondary education enrollees and graduates) brought about by the construction
of new schools will make it possible for entire cohorts of students to become more productive, get more
qualified jobs and, ultimately, earn more on the labor market. Similarly, quality improvements will lead to
both decreased drop-outs and higher educational achievement which will both translate into higher
earnings through a higher number of graduates and higher productivity gains associated with secondary
education.

The economic analysis attempts to quantify all these benefits, finding them significant in the case of St.
Lucia and St. Kitts and Nevis (analysis presented in Annexes 44 and 4B). More specifically, benefits
from increased access have required calculation of the incremental earnings associated with secondary
education and application of the discounted stream of these incremental earnings to the new graduates
produced by the project. Similarly, the benefits from decreased drop-outs were estimated applying this
same discounted stream of incremental earnings to the additional students that are able to finish the cycle
following the reduction in drop-outs brought about by the quality interventions. Finally, the benefits from
increased quality (beyond the ones associated with decreased drop-outs) required to: (a) assess the impact
that quality interventions have on educational achievement proxied by exam passing rates; (b) assess the
differential in secondary earnings related to different levels of educational achievement (proxied by the
number of secondary cycle terminal exams passed); and (c) apply the resulting “quality premium” on
secondary education earnings to all graduates (including the new graduates produced by increased access
and/or decreased drop-outs). Given this, the analysis still underestimates, however, the projects’ benefits,
since higher secondary enrollment will also bring a series of social benefits (such as the increased social
cohesion produced by enrolling youth prone to be involved in risky and anti-social behaviors) which
cannot be exactly quantified. Additionally, even if the access components of the program do not
significantly increase overall enroliment but do result in a more sensible distribution of enrollment across
schools (like in St. Kitts and Nevis), there will still be significant social benefits, again difficult to
quantify, from facilitating access to better schools to disadvantaged students. Finally, on the cost side, the
analysis attempts to estimate, as precisely as possible, the capital, recurrent and opportunity costs of the
projects.

Table 2 shows that in the case of St. Lucia, the net present value (NPV) is US$25.8 million and the rate of
return is 28%, while in the case of St. Kitts and Nevis, these numbers are respectively US$14.7 million
and 35%. The results were checked for robustness to alternative values of the critical variables. In
conclusion, for these two countries, the project is viable in economic terms.
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Table 2: St. Lucia and St. Kitts and Nevis - Costs and Benefits (US$ millions)

St. Lucia (PV) St. Kitts and Nevis
PV)

Benefits:
Increased access (or, decreased drop- 30.3 17.6
outs)
Secondary education “quality premium” 22.2 6.7
Costs:
Investment costs (11.4) “4.8)
Recurrent costs @.D 0.6)
Forgone income (7.2) 4.2)
NPV: 25.8 14.7
ERR: 28% 35%

2. Financial (see Annexes 4A, 4B, SA and 5B):

Fiscal Impact:

The main objective of the fiscal/financial impact analysis is to provide a brief public expenditure review
of the education sector for all countries and to assess whether the financial burden of the project is
manageable. The expenditure review makes it possible to detect the priority given to education in the
countries through the analysis of the latest education budget estimations, and to detect any efficiency
issue through an analysis of expenditure composition, pupil-teacher ratios and unit costs. On the basis of
the macroeconomic situations of the countries and the latest education budget estimates, future education
budgets are then projected and the impact of the projects’ capital and recurrent costs on these budgets
assessed. This exercise was carried out for St. Lucia and St. Kitts and Nevis (see Annex 5), showing
acceptable financial burdens, all the more if we take into account the small size of these economies and of
the overall education budget. On average, during the implementation period, total project costs amount to
6.3% of the total education budget in St. Lucia and to 6.1% in St. Kitts and Nevis, falling to 1.9% in St.
Lucia and 0% in St. Kitts and Nevis in the operational period. Finally, the efficiency analysis helped to
determine some of the baseline and target indicators of the projects and assess different projects’ recurrent
costs scenarios (based, for instance, on alternative pupil-teacher ratios) which, in turn, lead to different
financial implications and economic returns of the projects.

3. Technical:

The project is addressing two major issues: (a) a knowledge gap between the subject matter being taught
and the knowledge and skills required for the countries to be competitive and to diversify; and (b) a
disconnect between the school culture and youth culture, where school is not attractive to youth and does
not effectively address their problems. The school environment is not conducive to change due to
traditional teaching and a rigid curriculum and examinations structure. The question is whether the
physical investment made by the project will be sufficient to change the school. The project design will
address this in different ways:

= School-based improvement projects will stimulate school community participation.

=  Extra-curricular activities will be designed and implemented by and for the youth.

= Regional curriculum reform and the evaluation of examinations and secondary education
certification will be addressed by CXC and OERU in conjunction with the program.

22



= Networking will foster communication between teachers, schools, district offices and the ministry
and between islands to increase collaboration, knowledge sharing and quality of supervision.

4, Institutional:

The PMUs have shown reasonable capacity to handle the BERPs and the CDB-financed project. The
issue is not whether they are capable of implementing a new project (in terms of procurement and
disbursement) but rather whether the MOE will be able to promote qualitative change at the school level.
A core group of only four or five people in each MOE has been exposed to international experiences.
Substantial technical assistance will be needed to bridge the knowledge gap and provide training to a
wider audience. :

4.1 Executing agencies:

The Ministry of Education units responsible for components of the Basic Education Reform Projects
(BERP) in St. Lucia, Dominica and Grenada and those responsible for the CDB-financed project in St.
Kitts & Nevis have demonstrated satisfactory implementation capacity and commitment to the delivery of
the program. The projects have strengthened the institutional capacity of the MOE in each country and
have improved the sector's strategic planning and analytical skills.

4.2 Project management:

A permanent Project Management Unit (PMU) has been established already within the MOE institutional
framework under the BERPs and in St. Kitts under the CDB-financed project. The PMUs are fully
integrated into the MOE and have gained considerable experience during implementation of the recently
closed projects. There is a trained core staff with experience in implementing Bank-financed projects that
will assume responsibility for the proposed project. Staff now have an appreciation of Bank requirements
and procedures on matters that require prior review and those related to disbursements of funds. The
experience has taught them valuable lessons about staff complementation, functions and organizational
structure for effective and efficient project implementation. The professional handling of project accounts
and the meticulously kept documents, expenditure details as well as the timely production of reports has
been achieved under BERP. The PMU for the St. Kitts and Nevis project was also analyzed and
determined ready for implementation of a Bank-financed project.

4.3 Procurement issues:

The Bank procurement specialist: (a) fully reviewed the draft procurement plans for St. Kitts and Nevis
and St. Lucia, included in Annexes 6A and 6B; and (b) carried out a procurement capacity assessment of
the forthcoming PMUs and MOEs (implementing agencies). The assessment reviewed the organizational

structure of the proposed Project and found it to be satisfactory in both cases.

St. Kitts and Nevis

The main risks identified in the assessment for St. Kitts and Nevis include: (i) lack of national
procurement rules and procedures; (ii) inexperience of staff with World Bank procurement planning and
procedures (although they have successfully impleme